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Abstract of Dissertation  

The Perceptions of Hospitality Employees from Diverse National Cultures 
Regarding the Humane Organization 

 
 

The purpose of this case study was to explore the way hospitality employees from 

different national cultures in a US-based hotel perceive their workplace to be a humane 

organization as defined by Chalofsky (2008). This exploratory research employed a 

single embedded case study in order to pursue answers to the central research question. 

The 17 participants, selected via purposeful convenience sampling, represented 

management, supervisory, and professional line-level employees from a diverse full-

service hotel in a major metropolitan area. One-on-one interviews as well as observations 

of the social and physical aspects of participants’ workplace were conducted. Human 

resource and work-life balance policies and programs of the studied hotel were examined, 

as well as documentation regarding the organizational structure, the organization’s 

leadership values and practices, its community involvement, and its communication with 

employees, was reviewed. Based on the findings of this study the following three 

conclusions were made: 1) The findings of this case study fit Chalofsky’s (2008) 

framework of the features of the HO: living a value-based culture, caring about 

employees, caring about the organizational mission, and committed to work, play, and 

community involvement; 2) The findings support the consideration of two new 

characteristics of the HO that can possibly expand Chalofsky’s preliminary framework: 



 ix

HOs are cognizant and understanding of individuals as human beings not just as 

employees; HOs exist in a help-oriented and service-driven organizational culture such as 

hospitality; 3) There are more similarities than differences among participants from 

different national backgrounds in terms of their perception of what a humane 

organization is and whether the studied hotel is one of these organizations. The research 

of more culturally diverse organizations in different countries and economic sectors was 

recommended. Organizations were advised to strategically revisit their missions, values, 

formal and informal structures of operation, as well as their existing intraorganizational 

rules, policies, and guidelines concerning the human factor – employees. 
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CHAPTER 1: INTRODUCTION 

Overview  

Happiness and meaning are sought by every healthy human being on earth, despite 

humanity’s many differences. Human diversity is exalted in today’s society, which is 

comprised of people of varying genders, races, nationalities, ages, social status, religions, 

sexual orientations, and physical abilities. The interest of this study is concentrated on 

national cultural diversity. 

A good example of a society that enjoys cultural diversity of its population, is a 

typical representation of the “global village” metaphor, and a “melting pot” of national 

cultures, is the United States of America. As Peshkin (1991) observed:   

We once were overwhelmingly a nation of people from Europe, which meant that 
when newcomers learned to act and speak “properly,” most could become 
interchangeable parts with those citizens whose ancestors had arrived earlier. A basic 
fact today is that most of our newcomers do not come from Europe, and they do not 
look like their European predecessors. Will these newcomers become interchangeable 
parts with the already Americanized Americans? (p. 260–261) 
 
Thus, as a result of the recent immigration bill debate, the USA, historically a nation 

of immigrants created by immigrants, was involved in an ardent discussion about whom to 

give access to and whom to ban from its territories. Hospitality was one of the industries that 

voiced its escalating need for adequate guest worker programs and improved employer 

protection with more efficient verification procedures: 

The unemployment rate is less than four-and-a-half percent, and Baby Boomers—
those born before 1965—are beginning to retire. At the same time, the United States 
lodging industry is expected to need an additional 300,000 employees over the next 
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few years. Our industry is already facing a labor shortage. If Washington fails to 
reform immigration policy, we won't be able to staff our hotels and continue our 
contribution to the American economy. (“Marriott on the Move”, 2007, p. 1) 
 
The outcome of the immigration debate, however, will not change the heterogeneous 

composition of the population and the labor force of the United States. Tossi (2002) 

illustrated that by reviewing the demographic change of the US labor force between 1950 and 

2000, as well as by projecting the change between 2000 and 2050. She concluded that the US 

labor force is expected to become more and more diverse. The diversification in the past 50 

years (because of increased immigration) has been one of the major factors affecting the 

labor force trends, and the growing racial and ethnic diversity of the labor force will continue 

to be one of the major work force influencers for the future (Tossi, 2002). The projection is 

that by 2050, white non-Hispanics will comprise approximately 53% of the civilian non-

institutional population, Hispanics will make up 23%, African Americans will become 15%, 

and Asian Americans and others will constitute 10% of the workforce (Tossi, 2002), in 

comparison with 2000 when the proportions were 73% white non-Hispanic, 10% Hispanic, 

12% African American, and 5% Asian American and others. 

The other demographic change, related to the aging workforce, is not less important 

for organizations. The professional human resource development (HRD) world already 

registers the newest, somewhat threatening consequences of talent wars and skill deficit 

(Kaye & Jordan-Evans, 2007). The authors foresee an inadequate replacement of 76 million 

retiring Baby Boomers with a new generation of only 43 million workers. This may provide a 

good incentive for furthering the cultural diversification of the workforce, as more foreign 

workers will be needed to supplement the skill shortage.  
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In addition, the 21st century already abounds with a variety of culturally diverse 

organizational forms that evolved into their current states in the last couple of decades: 

international, multinational, and transnational or global organizations. International 

organizations are ethnocentric with decentralized structure, one domestic headquarters, and 

one international division for the foreign operations (Marquardt, Berger, & Loan, 2004; 

International Organization, n.d.). The philosophy of transnational organizations is adapting to 

various environmental situations through the differentiated contribution of the geographically 

separated units and the achievement of a flexible standardized product (Transnational 

Organization, n.d.). Multinational companies value diversity and function based on the idea 

that locals know what is best (Marquardt et al., 2004). Global companies operate without 

geographic boundaries to develop global thinking, global learning, global corporate structure, 

and culture (Marquardt et al., 2004). The new millennium belongs to the latter two types of 

geocentric and world-oriented organizations. As Senge (2003) commented:  

It’s impossible in today’s world, to think about how to have an impact in our 
workplace without also asking ourselves a deeper question: What does it mean to live 
in a global society? (p. 1) ... We have been conditioned for thousands of years to 
identify with our family, our tribe, and our local social structures. A future that asks 
us to overcome this conditioning and identify with all of humankind looks alien 
indeed. (p. 2) 
 
A way for us to become more reconciled with the future is to look at the tourism 

industry—one of the most diverse industries, whose main goal is the service of people by 

other people in and from different cultures. Because hospitality pertains to travel and 

tourism, it is characterized by the same trend of cultural mingling for the purpose of 

providing and receiving good service (Kim, 2006). The hotel business connects people from 

different nations through the most humane motives—hospitality and friendliness. In order to 

achieve the mission of hospitality, the hotel industry employees’ behavior has to be tailored 
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to the culturally specific needs of the customer. What is more, hospitality organizations can 

achieve competitive advantage in the industry by focusing on this highest priority through 

successful diversity and cross-cultural management (Darmon, 1990; Kim, 2006; Mok, 2002).  

Furthermore, the new business trend in hospitality and tourism is to diversify the 

product culturally in order to meet different life needs: ethnic tourism, minority tourism, 

tourism for senior citizens, and tourism for couples with small children. Awareness of 

cultural diversity is being demonstrated from the decoration and design of facilities, down to 

menu content and room equipment. Examples include the numerous Marriott International 

brands of hotel services (Ritz Carlton, Marriott Hotels and Resorts, Renaissance, Courtyard 

by Marriott, Towne Place Suites, Residence Inn, Fairfield Inn, Springhill Suites by Marriott, 

and others) that are designed to appeal to a range of diverse types of travelers. 

If culture is defined as “the collective programming of the mind, which distinguishes 

the members of one group or category of people from another” (Hofstede, 1997, p. 5) or that 

“complex whole that includes knowledge, beliefs, art, law, morals, customs, capabilities and 

habits acquired by a man as a member of society” (Adler, 1997, p. 14), national cultural 

diversity is of specific interest to the present study. Given the diversity of the tourism 

workforce, as well as the need to appeal to customers from different cultures by providing a 

hospitable experience, the puzzle is, Can one hospitality organization provide a humane 

workplace that is meaningful for a majority of its employees?  

Problem Statement  

Leisure and commercial recreation studies (Goodale & Godbey, 1988; Kelly & Kelly, 

1994; Neulinger, 1974; Quek, 1997) show that the field of hospitality is meant to create 

pleasure and satisfaction for people through the service of other people. Human happiness 
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and meaning are central for the existence of organizations in the tourism field (Bond, 2005). 

The human interaction and the role of workers in direct contact with customers are crucial for 

the success of service industries in general (Schlesinger & Heskett, 2000) and especially in 

lodging (Jeong & Oh, 1998). Furthermore, the success of the service mission of hospitality 

organizations relies heavily on a diverse pool of employees and the way they are treated by 

organizations (Enz & Siguaw, 2000; Kriegl, 2000; Maxwell & Quail, 2002; Oakley, 2004).  

Nevertheless, numerous studies attest that there is a prevailing adverse perception 

about hospitality organizations concerning the long “face-hour” culture of the business (the 

need to be available in person around the clock), the exploitation, the lack of work-life 

balance for employees, and the historic challenges with the existing work-family conflicts 

(Brownell, 1998; Cushing, 2004; Dermody & Holloway, 1998; Mulvaney, O’Neill, 

Cleveland, & Crouter, 2007; Presser, 2000; Stalcup & Pearson, 2001; Thompson, Beauvais, 

& Lyness, 1999). Other authors point out that the key to managing employees’ experiences is 

through human resource development (HRD) tools and programs such as the following: 

work, family, and career facilitation; organizational status building; new employee 

socialization; and cross-cultural diversity management (Enz & Siguaw, 2000; Kim, 2006; 

Mulvaney et al., 2007; Schneider & Bowen, 1993). In practice, however, there is little 

evidence for embracing HRD programs at a strategic organizational level in the hospitality 

industry (D’Annunzio-Green, Maxwell, & Watson, 2002; Maxwell & Quail, 2002; Mulvaney 

et al., 2007). This alludes to inadequate meaningfulness of the workplace for hospitality 

employees, according to the existing sociology and psychology literature on the concepts of 

meaning, meaning of work, and the meaningful workplace (Chalofsky, 2003, 2004; 

Csikszentmihalyi, 1990; Fox, 1994; Gibbons, 2000; Levering, 1988; Pauchant, 2002). How 
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can hospitality organizations become humane toward their diverse pool of employees 

(internal customers) in the same way they are striving to become toward their diversified 

markets of guests (external customers)? How does culture inform the quest for meaning and 

happiness of people at work? 

Purpose Statement and Research Question 

The purpose of this case study is to explore the way hospitality employees from 

different national cultures in a US-based hotel perceive their workplace to be a humane 

organization as defined by Chalofsky (2008). 

Research Question  

How do hospitality employees from diverse national backgrounds in a US-based hotel 

perceive their organization as a humane organization?  

Statement of Potential Significance 

In general, the US workforce is already threatened by the phenomenon of the 

“unhappy worker”, as Kaye and Jordan-Evans (2007) testified that more and more HRD 

professionals feel this discontented presence. This is supported with statistics from Gallup’s 

Management Journal’s Employee Engagement Index pointing out that 54% of US workers 

are not engaged and 17% are actively disengaged in their workplaces. Kaye and Jordan-

Evans (2007) expressed themselves very articulately when stating the problem in today’s 

organizations: “Many unhappy workers leave the workplace and assuming they are talented 

contributors, their departure costs money—big money. But other unhappy workers quit and 

stay, leaving half their heads and hearts at home” (p. 3).  

It is more and more difficult for organizations to select, retain, motivate, and develop 

highly competent and qualified professionals. As Gayle (1997) confirmed, simply using a 
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monetary incentive approach is insufficient. In a quick historic review of the need for 

motivation and satisfaction of employees, one can see the progression from addressing 

material needs (monetary rewards) to focusing on more intrinsic motivators (respect, 

achievement, flexibility, work-life balance, and meaningful workplace) that represent a 

higher-level contemporary needs that correspond to Maslow’s (1970) self-actualization 

needs. The future belongs to companies like Patagonia (Casey, 2007), described in Fortune, 

whose management is not influenced by the market pressure for achieving greater profit, but 

maintains its soul by being a human-friendly and environmentally conscious organization. In 

this line of thoughts, following the ideas of motivation and content theories (Alderfer, 1972; 

Herzberg, 1968; Herzberg et al., 1959; Maslow, 1970; McGregor, 1957, 1960; McClelland, 

1953; McClelland et al., 1953; Rogers, 1959, 1961; Vroom, 1964) gives direction to the 

search for meaningfulness in life and in the workplace. It also follows that by finding what is 

meaningful and humane in the workplace, according to hospitality management employees, 

the present study will make a concrete positive impact on the human resources development 

research and practices for motivation, engagement, and development of employees through 

various non-monetary venues.  

Furthermore, the organization today is the main home of the working individual. This 

is measured, not only by the time one spends at work, but also by the enormous significance 

of work for the identity formation and maintenance of the contemporary person (Turner, 

2005). Thus, it is logical for people to aspire toward making their new home a comfortable 

place where they can find support, meaning, peace, and personal fulfillment. The quest for a 

humane (Chalofsky, 2008; Chalofsky et al., 2003) and meaningful workplace (Chalofsky, 

2003) is a frequently discussed topic in the era of human resources development (Gayle, 
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1997; Turner, 2005), a field whose purpose “is to develop human capabilities in the 

workforce and society” (Cseh, 2006). The present case study aspires to begin filling in the 

existing gap in the body of knowledge about the humane organization through understanding 

of what a meaningful workplace is in one hospitality organization.  

There is an existing misalignment between employees’ expectations toward their 

work organizations and the organizational reality imposed by the actual economic, 

technological, social, emotional, and spiritual environment. As a result, organizations need to 

act strategically to revisit existing organizational beliefs, policies, and practices regarding the 

climate in which employees from different national cultures work. From the results of this 

study, employees will gain information to be better equipped to understand and tolerate each 

other’s values, whereas practitioners will know what triggers and what inspires the work-

related needs and the value system of America’s culturally-diverse workforce. By creating 

humane conditions for work, organizations, not only in the hospitality industry but in other 

fields as well, will decrease employee turnover, enhance employee work-life satisfaction, and 

obtain competitive market advantage though customer loyalty. 

The benefits from this study will extend to theory, knowledge, policy, practice, and 

future research, as well as to furthering the societal well-being. The creation of happy and 

appreciated individuals at work will spill over to the whole of societal affairs to improve 

morale and to support the expression of spirituality.  

Conceptual Framework 

The purpose of the present case study is to explore the way hospitality employees 

from different national cultures in a US-based hotel perceive their workplace as a humane 

organization (Figure 1). This case study will be informed by Chalofsky’s concepts of the 
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humane organization (Chalofsky, 2008) and meaningful work (Chalofsky, 2003a). For the 

purposes of this study a humane organization, as defined by Chalofsky (2008), is a workplace 

living a value-based culture, caring about employees, caring about the organizational 

mission, and committed to work, play, and community involvement. The multinational 

perspectives of hospitality employees will be considered regarding the concept of the humane 

organization on account of the evidence of the cross-cultural literature that people from 

different national cultures interpret the world (including their workplace) differently. The 

study was informed by the works of Hofstede (1980a, 1980b, 1997), Triandis (2000), and 

Trompennars and Hamptden-Turner (1998). 

Figure 1. Interrelation of concepts. 
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The Humane Organization 

Chalofsky (2008) was one of the first to mention the existence of the humane 

organization concept, referring to employee-friendly companies that cherish the human in the 

center of their value system by providing work-life balance policies and programs. The 

author mentioned several elements critical to the forming of such workplaces: a workplace 
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living a value-based culture (with alignment between the organizational mission and its 

commitment to employees, customers, suppliers, and the community, as well as commitment 

to diversity); caring about employees (with management committed to work-life, providing 

and nurturing a caring and supportive environment for employees, and living the culture by 

being models of the organizational values); caring about the organizational mission 

(committed to the highest quality products and services, to empowerment, integrity, intrinsic 

motivation, the community, and society at large); committed to work, play, and community 

involvement (with employees who find their work to be meaningful, who believe in the 

mission of the organization, who enjoy socializing with their colleagues, and are supported 

by management). In addition, Chalofsky, Brooks, Hatcher, Kuchinke, Lee, and McLagan’s 

(2003) contribution to the concept of the humane workplace informed the proposed study 

from various perspectives such as the following: critical feminist theory, ethics, integrity and 

social responsibility perspective, radical humanistic, democratic, organizational, and 

humanistic leadership perspectives. According to these authors, the humane workplace is 

“creating empowering work at the individual level and building caring organizations at the 

organizational level” (p. 483).  

National Culture 

 In this study, cultural diversity is viewed from the perspective of the demographic 

criterion—national cultural origin and upbringing that results in a distinctive value system 

and varied multicultural perspectives. This study was informed by the evidence in the works 

of Hofstede (1980a, 1980b, 1997), Triandis (2000), and Trompennars and Hamptden-Turner 

(1998) that people from different national backgrounds interpret their surroundings 
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differently, and thus might perceive their organization as possessing (or not) the necessary 

features of a humane organization. 

The Context: Hospitality 

This study adopted Brownell (1998) and Mulvaney et al.’s (2007) description of the 

main characteristics of the workforce conditions in the hospitality industry. Hospitality is an 

industry of serving people away from their homes, which involves intense emotional labor 

available around the clock every day of the week. It is a 24/7 industry, as often described in 

the professional literature. Traditionally, this is a service line of work involving the following 

aspects: a culturally diverse workforce whose advancement aspirations in the business are a 

guarantee for work-life imbalance; face hours of work in front of the client that prevent 

concern with personal emotions; stress and uncertainty; the unfriendly management style 

often displayed in the industry with the purpose of increasing organizational profits at the 

expense of various human needs, the quality of worklife, and the employee morale 

(Brownell, 1998; Dermody & Holloway, 1998; Mulvaney et al., 2007; Presser, 2000; Stalcup 

& Pearson, 2001; Thompson, Beauvais, & Lyness, 1999). Hochschild’s (1983) discussion of 

emotional management in the service industries is used as a cornerstone in the sense that 

emotional labor is wrapping emotions in a gift form for social exchange (service for 

payment). The involvement of organizations in this process, through manuals and policies, 

converts individual emotions into organizational standards. The objective for the hospitality 

industry today is to prevent the damages from emotional labor and to bring out the 

employees’ true selves at work—encouraging people who are genuinely happy and display 

real feelings to the client. The model of work-family dynamics (Mulvaney et al., 2007) 
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served as this study’s guidelines of the hospitality industry’s context, processes and 

moderators, individual and company outcomes, and organizational responses. 

Methodology Summary 

This exploratory research employed a single embedded case study in order to pursue 

answers to the research question mentioned earlier. To achieve this purpose, the process of 

data gathering involved personal statements, interviews, complete observations, and 

document analysis (Merriam, 1998).  

The organizational context of this research was a hospitality organization with a 

various representation of national cultures and a good reputation for its human resources 

management practices. The targeted population consisted of management, supervisory, and 

professional line-level employees from a diverse full-service brand-name hotel in a major 

metropolitan area. A purposeful convenience sampling was conducted on the basis of the 

following criteria: a minimum of six months employment at the full-service hotel selected as 

a location of the study, fluency in the English language, and representation of different 

national backgrounds.  

The interviews in this study were semi-structured and consisted of open-ended 

questions. Data were coded using open and theoretical codes (Strauss & Corbin, 1998). The 

study used content and constant comparative analysis in order to link the emerging themes 

(Krippendorff, 2004; Merriam, 1998). Trustworthiness was achieved through triangulation of 

data sources, member check, audit trail, and reflective memos as recommended by Creswell 

(2003), Merriam (1998), and Yin (2002). 
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Limitations and Delimitations 

Limitations of the Research Design 

Because it is subjective in nature, the qualitative study design produces new puzzles 

more frequently than solutions. It often requires more time to understand what is going on, 

trusts intuition more, and relies heavily on first impressions (Stake, 1995). The research 

process is often critiqued for its essence of a researcher-participant interaction. 

The explorative case study is a subjective method of inquiry that is bound by time and 

activity. In regard to this, Yin (2002) discussed several common criticisms of the case study 

design: (a) case studies are less describable and more bias diffused; (b) case studies provide 

little basis for scientific generalization; as well as (c) case studies are lengthy and require 

long narratives, which is a common mistake with ethnography or participant-observation 

studies. Robert Yin defends against this last criticism of case studies with the possibility of 

conducting a good qualitative case study without even leaving the library.  

A possible limitation of the current project springs also from the choice of a single 

case study (versus multiple case studies) that results in its findings’ lack of applicability to 

different situations and circumstances. In this study, the chosen location of research is only 

one full-service brand name hotel located in a major metropolitan area in the United States, 

rather than properties representing different brand names of the same organization or a 

variety of hospitality organizations worldwide.  

Furthermore, the choice of an embedded versus holistic case study design implies the 

primary concern with the subunits of analysis (in this study—the participating managers, 

supervisors, and professional level employees). In contrast, if the case study were to examine 

the nature of the selected organization as a whole in relation to the constructs of interest (the 
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humane organization and cultural diversity), it would have been a holistic case study design. 

The pitfall of an embedded case study design, according to Yin (2002), is the failure to return 

to the large unit of analysis (the organization) from concentrating too much on the significant 

and detailed insights of subunits of analysis (respondents, departments, or programs). Thus, 

such a study “will in fact become an employee and not an organizational study” (p. 45). The 

above-mentioned concerns are some very possible limitations that might occur in the present 

study. However, the fact that very little is known about the concept of the humane 

organization makes this exploratory research more inclined toward a case study of 

employees’ perceptions in the context of a given hospitality organization. 

Delimitations 

Possible threats to the meaning of constructs, such as the national cultural diversity, 

could be the level of acculturation (adaptation and acceptance without assimilation to the 

United States culture) of the ethnically diverse management, supervisory, and professional 

level line employees selected for interviewing. Furthermore, a review of different hotel 

properties from various organizations and brands, located in different countries worldwide, 

might present a better venue for discussing national cultural differences in meaning making 

as suggested in the overview of this study. On the other hand, the different levels of 

acculturation of employees from different national cultures in a US-based hospitality 

organization may turn out to be a unique research scenario for the hospitality industry. 

Definition of Key Terms  

Meaning 

In his book Flow, Csikszentmihalyi (1990) thought that a good reason for living is the 

happiness of human beings, or rather that happiness is a good measure for a life well lived 
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and meaningfulness. This is what the author called creating of meaning—to bring order in 

the significance of things (the contents of the mind) and to have purpose. As a result, “unless 

a person takes charge of them, both work and free time, are likely to be disappointing” (p. 

163). This study will also use the concept of spirituality to describe a person’s sense of 

meaning: “Genuine spirituality, then, is the willingness to enter into a process of dialogue 

about meaning” (Vaill, 1996, p. 180).  

Meaning of Work/Meaningful Work 

The present study will concur with the definition of meaning at work or meaningful 

work that Chalofsky (2003a) gave: “It is the way we express the meaning and purpose of our 

lives through the activities (work) that comprise most of our working hours” (p. 73). The 

model of “integrated wholeness” that Chalofsky (2003a) introduced represents the meaning 

of work as an equation between the sense of self (what one brings to his workplace), the 

work itself (includes challenge, creativity, learning, continuous growth, purpose, autonomy, 

and empowerment), and the sense of balance (balance between work and self, balance 

between self and others). Thus, the conclusion of the author is that, 

Meaning of work is not just about the meaning of the paid work we perform; it is 
about the way we live our lives. It is the alignment of purpose, values, and the 
relationships and activities we pursue in life.… It is about integrated wholeness. (p. 
80) 
 

Meaningful Workplace 

At this stage of the research, the meaningful workplace will be considered the ideal 

collection of characteristics that makes a working individual feel happy, content, and 

fulfilled. Chalofsky’s (2003) definition is adopted: “Meaning at work implies a relationship 

between the person and the organization or the workplace, in terms of commitment, loyalty, 

and dedication” (p. 73). Hence, for the purposes of this study, a meaningful workplace is the 
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organization or the place of work where one is enabled, encouraged, and supported to 

achieve the state of integrated wholeness (i.e., meaningful work). 

Humane Workplace and Humane Organization 

For the purposes of this study and until other definitions are obtained from 

participants’ insights, a humane organization will be considered an employee-friendly 

organization that provides a meaningful workplace to its employees by cherishing the human 

in the center of its value system, policies, and programs. The study will refer to the concept 

of the humane organization (Chalofsky, 2008), as well as to Chalofsky et al.’s (2003) 

perspectives concerning the concept of the humane workplace: critical feminist theory, 

ethics, integrity and social responsibility, radical humanism, democracy, as well as 

organizational and humanistic leadership perspectives. As defined by Chalofsky (2008), a 

humane organization is a workplace living a value-based culture, caring about employees, 

caring about the organizational mission, and committed to work, play, and community 

involvement. 

Culture 

The present study will compile a quilt of definitions and descriptions of culture from 

the opinions of some of the most significant cultural researchers. Hofstede (1997), for 

example, spoke of culture as “the collective programming of the mind which distinguishes 

the members of one group or category of people from another” (p. 5). Culture is also that 

“complex whole that includes knowledge, beliefs, art, law, morals, customs, capabilities and 

habits acquired by a man as a member of society” (Adler, 1997, 14).   
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Diversity 

By diversity, this study means any difference between people based on a given 

criterion. “Different types of diversity,” Levi (2001) says, “have different effects” (p. 233). 

As mentioned earlier, this study recognized three types of diversity (Levi, 2001): 

demographic (gender, race, nationality, age, social status, religion, sexual orientation, and 

physical ability), psychological (values, beliefs, attitudes, personality, cognitive and 

behavioral styles, knowledge, skills, and abilities), and organizational (status, occupation, 

department division, and tenure).  

National Cultural Diversity 

Cultural diversity is the difference among people based on national cultural origin and 

value systems. This study concentrates on the different effects of national cultural diversity 

on employees’ perceptions of the humane organization. Hospitality employees’ multicultural 

perspectives will be explored. 
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CHAPTER 2: LITERATURE REVIEW 

Introduction: Purpose and Methods of Literature Review 

The literature review section of this study intends to inform the reader about the 

existing empirical and theoretical studies in the fields of the two chosen constructs (humane 

organization and national culture). The hospitality industry is the research context and, as 

such, it brings to the stage its own specific business characteristics that relate to the above 

two constructs in a unique way.  The purpose of this case study is to explore the way 

hospitality employees from different national cultures in a US-based hotel perceive their 

workplace to be a humane organization as defined by Chalofsky (2008).  

Organization of Literature Review 

Literature Review Sections 

The existing literature relevant to this study is organized in three major themes: 

humane organization, multicultural perspectives, and hospitality industry. The humane 

organization section includes sociological and psychological perspectives about work and the 

workplace. The multicultural perspectives section is based on the second construct—national 

culture. Relevant empirical studies involving the context of the hospitality industry are also 

reviewed in this section. 

Literature Review Sources 

Books, articles, conference papers, and dissertations were used for the purposes of 

this literature review. Most books were sources recommended by department professors. 
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Some of the articles were obtained directly from professors and authors (Chalofsky, 2003a; 

Chalofsky, 2003b; Chalofsky, 2004; Chalofsky, 2008), as well as from the reference sections 

of these authors’ work. Most of the empirical studies in relation to hospitality organizations 

were obtained through Internet database search for the period 1985–2007 (this time frame 

was assumed to address more relevant and contemporary issues for the industry). In addition, 

some sources on culture and motivation were included for the period 1970–2003 (with the 

purpose to reflect the period when the classical motivational and cross-cultural theories 

emerged and the way they progressed for the last 30 years). Multiple databases were selected 

and the search results originated from the following: ProQuest, Emerald, Lexix–Nexis, 

ScienceDirect, and Dissertations and Theses. The search key words and combinations 

include: humane organization(s) and culture, humane organization and hospitality 

(organization), humanness and hospitality, meaning of work, meaningful work (workplace) 

and hospitality, work and leisure, meaningful workplace and national culture, national culture 

(culture) and hospitality/tourism, individualistic culture and hospitality, diversity and 

hospitality, job satisfaction and hospitality, work-life balance and hospitality organizations, 

employee-friendly organizations and hospitality, employee-friendly organizations and 

culture, quality of work/life and organizations, human resources development and hospitality 

(organizations), human resources management and hospitality/tourism, hospitality and 

lodging industry human resources practices, and hospitality and work-family conflict. In 

addition, other combinations with the same keywords and word roots were attempted.  

Description and Critique of Scholarly Literature 

Literature Review Themes 
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The Humane Organization  

Motivation-Content Theories 

As Chalofsky (2008) reported, Maslow’s humanistic ideas become the so-called 

theory of the third force in humanistic psychology (after Pavlov and Freud). At the heart of 

the third force was Maslow’s belief that human beings are naturally good and have the 

potential to grow utilizing their inner resources, rather than needing to be fixed because they 

were deficient. The history of human motivation research is an important foundation of the 

meaningful work field that informs the concept of the humane organization explored in this 

study. Speaking generally for all humans, Maslow’s need hierarchy (1943) arranged needs 

into five levels, each need’s satisfaction leading to the next. The latter needs Maslow (1943) 

called the D-needs (deficit needs) or instinctoids, which encompassed the first four levels of 

needs (physiological, safety, affiliation, and love, as well as esteem needs). The author 

differentiated two types of esteem needs (higher and lower). Lower esteem needs are the 

needs for respect of others, for status, fame, glory, recognition, attention, reputation, 

appreciation, dignity, and dominance. The higher form of needs involves the need for self-

respect, including such feelings as confidence, competence, achievement, mastery, 

independence, and freedom. The fifth-level needs for self-actualization (or self-fulfillment 

and completeness) are B-needs (being needs). Maslow’s claim was that one could aspire 

toward satisfying the following needs only after the first-level needs are met (this reflects 

Maslow’s Z theory). In Maslow’s view, this predetermined that only 2% of humankind 

reached the 5th stage, which made only 2% of people self-actualizers (people with special 

characteristics and disposition toward life, themselves, and other people). In his later years, 
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the author even added another level of the self-actualizers – those that transcend their own 

ego (Maslow, 1970) and are motivated by esoteric dimensions.   

Herzberg, Mausner, and Snyderman’s (1959) two-factor hygiene theory combined 

Maslow’s physiological, security, and affiliation needs to form the group of “job 

dissatisfies,” or the so-called hygiene factors (workplace conditions, salary, material rewards, 

and relationships at work) that can affect employees’ motivation but only through 

dissatisfying. The second group of factors in Herzberg et al.’s theory (1959) was the 

combination of esteem and self-actualization needs that form the group of the real motivators 

at the workplace (achievement, recognition, status, esteem, integrity, and intrinsic rewards). 

In Herzberg et al.’s (1959) study, participants were asked about the times when they felt very 

good about their work. The pattern of responses demonstrated how positive reactions are 

related to work content, whereas negative reactions come from workplace context factors. In 

relation to the cultural background of studied samples, it could also be assumed that some 

cultures perceive intrinsic motivators such as creativity and societal growth as motivational, 

whereas higher pay and individual recognition would be considered motivational for other 

cultures. Herzberg’s later contribution (1968) revealed how meaningful work could be 

ensured through job enrichment, which included: control removal, personal autonomy, 

challenging tasks in accordance with one’s abilities, and providing opportunities for people 

to develop their own careers and worklives. 

McClelland’s (1953, 1961) acquired needs theory stated that the three basic need 

types (achievement, affiliation, and power) result from life experience. Similar to Maslow’s 

self-actualizers, the author described the so-called high-achieving individuals who possess 

high achievement motivation (nAch), and the following common characteristics: moderate 
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risk takers, need immediate feedback, take great satisfaction in their accomplishments, and 

are preoccupied with their job. Differing from Maslow, however, McClelland’s high 

achievers were not motivated only by intrinsic dimensions such as spirituality and beauty, but 

also by extrinsic rewards such as status and recognition. McClelland’s achievement 

motivation theory could be applied to societies as well, given the conclusion that 

economically developed nations are more nAch motivated (Hofstede, 1980a). His national 

cultural research also classified economically affluent countries as more achievement 

oriented. It was McClelland’s personal- and social-power-related research that tied personal 

power to the negative stereotype of achieving personal gain regardless of the common losses, 

while social power was described as group oriented and aiming the inspiration and 

empowerment of individual members for the benefit of the whole group. The latter coincides 

again with Hofstede’s (1980b) descriptions of what cultures are individualistic (aspire toward 

personal power) and what cultures are collectivistic (aspire toward social power).  

Rogers’ (1961) pioneering efforts in client-based therapy also needs to be mentioned 

as a prelude to the present study because he covered the very important principle of the sense 

of self. Rogers (1997) was also the person who proclaimed the need for genuineness in 

interpersonal relationships and the honest display of feelings. He warned against the common 

defensive reaction of people when they are asked to understand somebody different. The 

acceptance of what Rogers called a vital part of a person (attitudes, values, and feelings) 

helps one to become his/her real self, to become a person. The path to self-development (or 

in Maslow’s terms self-actualization) involves the freedom that results from the full 

acceptance and understanding one receives from others. Rogers felt strong a distaste for the 

reality that most people exist only to respond to the demands of others by thinking, feeling, 
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and behaving as they are. His goal became to create the right atmosphere that ensures 

personal freedom. It is through client-centered therapy (or employee-centered development 

in organizations) that one begins to feel the full richness of his own feelings, and when the 

self becomes real: “Thus, to an increasing degree he becomes himself – not a face of 

conformity to others, not a cynical denial of all feelings, nor a front of intellectual rationality, 

but a living, breathing, feeling, fluctuating process – in short, he becomes a person” (Rogers, 

1961, p. 114). 

Applied to the organizational world the principles of client-centered therapy would 

mean that the employer should accept the employee unconditionally, as a worthy individual, 

engaging into “an intensely personal and subjective relationship” (p. 184). This would result 

in “the good life” in organizations – a process with a direction of movement that the free 

individual chooses inwardly just because it feels right. When defensiveness is eliminated, 

people do not feel the need to constantly judge and evaluate, to approve or criticize others, 

but are open to meaningful communication that leads to edification. The foundation of 

meaningful communication and the bridge to change is empathic understanding (Rogers, 

1961). Experiencing oneself in a context as it is, without adding or distorting information, is 

what makes one fully functioning in society, the family, and the work organization. And 

indeed, Rogers found one of the most rewarding implications of his therapeutic work to 

apply in labor-management disputes.  

Rogers (1961) claimed that the same fully functioning person could even overcome 

cultural situations in which the self does not feel actualized. Yet, it is paradoxical when 

culture mingles with personality to shape one’s self-values as actualizing. Rogers’ (1961) 

humanism is revealed in his belief that the person is not bad and destructive by nature, but 
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that “man’s behavior is exquisitely rational, moving with subtle and ordered complexity 

toward the goals his organism is endeavoring to achieve” (p. 194-195). The human tendency 

to self-actualize is seen by Rogers (1961), unlike Maslow, as the primary motivation of every 

individual. Thus, as good therapists, organizations should practice the “process of becoming” 

(psychological safety, unconditional acceptance, lack of external evaluation, self-

experiencing, empathic understanding, psychological freedom, and creativity) in order to 

provide “the good life” to employees and be perceived by them as humane organizations. 

Thus, it could be speculated that if applied to organizations, client (i.e., employee)-

centeredness frees the individual from reliance on external guidance and approval. However, 

is this self-directedness the ideal view of organizations from the point of different national 

cultures?  

Furthermore, Vroom’s (1964) formulation of the Expectancy Motivation Theory 

aimed to complete the thrust of the previously mentioned motivation-content theories by the 

principle of job satisfaction that is achieved only when individual needs are met with the job 

needs. Vroom’s model consisted of valence (value and perception), instrumentality 

(productivity and performance), and expectancy (F=V x E) that a certain activity will 

produce certain instrumentality. Porter and Lawler (1968) expanded Vroom’s model by 

adding more variables and emphasizing the extreme importance of the individual’s 

perception of rewards values and workplace meaning. People are satisfied at work only if the 

actual level of rewards meets or exceeds their perceived equitable rewards. This is how the 

present study’s assumption that culture largely participates in the formation of different 

perceptions about the quality of the workplace and the type of the organization, is related to 

the expectancy model of Porter and Lawler (1968). 
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Alderfer (1972, 1992) was another humanist who continued Maslow’s thought (1943, 

1970) by formulating three human needs existing on a continuum instead of in a hierarchy: 

existence (the need to stay alive and safe), relatedness (the need to communicate with other 

people), and growth (the need for personal growth and creativity). Alderfer (1972) called his 

ERG-workplace-motivation theory a content theory about satisfaction and desires. The 

theory is concerned with those sustainers of behavior that are within a person or in his/her 

environment. Satisfaction is considered the final outcome from the interaction of a person 

and the environment, whereas desire (episodic or chronic) is more subjective and refers only 

to the internal state of the human being (wants, preferences, needs, and motives). The 

existence category of needs includes material and energy subsistence including pay, fringe 

benefits, and physical working conditions in organizational settings. In this category, scarcity 

of resources makes one person’s gain another person’s deprivation. Relatedness needs 

include human transactions in a comfortable environment where thoughts and feelings are 

exchanged for mutual acceptance, confirmation, and understanding. Alderfer (1972) said, 

“People require relationships with others in order to be fully human” (p. 113).  And because 

people differ, the degree of exchange they can tolerate in a relationship is different, which is 

to a great extent culturally determined. Growth needs are directed toward going beyond 

steady states, forming additional capacities, and achieving differentiation over time in an 

interaction with the changing environment. In relation to the pursuits of this study, the ERG 

definition of growth needs differs from the innate self-actualization of Maslow: “A person 

experiences a greater sense of wholeness and fullness as a human being by satisfying growth 

needs. Thus, satisfaction of growth needs depends on a person finding the opportunities to be 

what he is most fully and to become what he can” (Alderfer, 1972, p. 12). And even if the 
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desire for self-actualization is universal for all people, it does not exist to the same degree in 

each and every person. It might be more concentrated in academicians than in practitioners. 

In the same way, it might be more present in some cultural types than in others. In the 

organizational context, growth needs are most often expressed in the need for autonomy and 

job diversification. Alderfer found that the greatest practical benefit of the ERG is the ability 

to diagnose motivational problems in organizations, as well as the emphasis on clarifying the 

consequences of different management styles. 

Table 1. Main ERG propositions (Alderfer, 1972). 

Needs Existence Relatedness Growth 

Existence Less satisfied 
=> More desired 

Less satisfied  
=> More desired 

 

Relatedness  More satisfied 
 => More desired  

Less satisfied 
 => More desired 

Less satisfied  
=> More desired 

Growth Less satisfied 
 => Less desired 

More or less 
satisfied  
=> More desired 

More satisfied 
 => More desired 

 

Chalofsky (2003a) gave a more detailed review of the classic motivation and content 

theories in relation to the concept of meaning of work that can help in the quest for the roots 

of the humane organization (HO) construct. 

Flow and the Autotelic Personality 

  Csikszentmihalyi (1997) was deeply concerned with studying the quality of life, 

which he defined as one’s actions, thoughts, and emotions in interpreting chemical, 

biological, and social processes. In the quest for a path to excellence in life, the author 

examined the phenomena of leisure (rest), production (work), and interaction (socialization). 

He started with the unavoidable of contexts: how the accident of birth puts us in a unique 

blend of time, place, and culture, which molds us. In Csicszentmihalyi’s (1997) terms, 
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national culture, which is the focus of the present study, is the “specific context of 

experience” (p. 7) to which individuality is added to make things even more complicated: 

“Cultures differ in terms of how much a person is influenced by others, or by the internalized 

opinion of others when they are alone” (p. 13). Thus, Csikszentmihalyi (1997) claimed that 

the social environment determines one’s quality of life.  

People aspire to heath, wealth, fame, good work, and quality leisure in the hopes that 

these things will make them happy. Happiness is the basis of the quality of life. According to 

Csikszentmihalyi (1990), it is strongly determined by factors such as the affluence of the 

nation, the physical health of the individual, and the personality characteristics. Extroverts 

are more happy and joyful than introverts because they socialize more. Only people who can 

control their “inner experience” are able to determine the quality of their lives and their 

happiness (Csikszentmihalyi, 1990). Quality of life is not made of happiness alone, but it also 

includes one’s actions and goals, one’s meaning. This is what the author called the creating 

of meaning—to bring order to the significance of things (the contents of the mind) and to 

have purpose. National culture is one of the factors influencing the shape and direction of 

one’s meaning (Csikszentmihalyi, 1997).  

Another relevant concept in Csikszentmihalyi’s (1990) book, Flow: The Psychology 

of Optimal Experience, is the “flow-work” activity that depends on the presence of the 

autotelic worker, who sees constraints as challenges and enjoys his job by making it richer 

himself. And when he has had enough activity of a certain kind, he uses his creativity to 

invent new possibilities for change. Later in 1997, Csikszentmihalyi talked about the origin 

of the word autotelic, which from Greek means “self goal”: “An autotelic person does 

activities for its own sake because the experience it is the main goal” (Csikszentmihalyi, 
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1997, p. 116). The secret about autotelic people is not that they are happier than exotelic 

ones, but they feel better about themselves because they engage in more complex activities. 

On the other hand, that makes these people less self-concentrated and as a result they can 

share more of their attention on those around them. It could be inferred from 

Csikszentmihalyi (1997) that the activity is a result of the attention autotelic people choose to 

devote to it. Furthermore, the autotelic personality is in constant search of the core of life’s 

quality―the flow experience (Csikszentmihalyi, 1990, 1997). Flow happens when what we 

think and what we feel reach harmony during our activity. It is characterized by a clear goal 

and immediate feedback, as well as balance between skills and challenges, between action 

and opportunity for action. The participation of a person in flow does not make him 

necessarily happier. Satisfaction of flow is realized after the activity is over. Happiness is 

what one makes it to be. Thus, our special attitude toward what we do makes us flow-types 

and autotelic personalities. 

Defining Work 

 In his essay, Levy (1963) defined work as “a simple set of four letters that can take a 

prominent place among the several other emotion-laden, four-letter sets that express intense 

human meanings. It fits with the WORD that was in the beginning, with LIFE, with LOVE, 

and with HATE” (p. 1). This definition, although not used as fundamental for defining work, 

not only equates work with humanism, but also with the spiritual privilege of feeling more 

human at work: “To a man work is not merely movement, but the complex created by his 

goals, his skills, his feelings, his judgment of what he has done, and his awareness of how 

others regard his deeds” (p. 1). Levy (1963) insisted that work acquires different meanings 

from person to person. He mentioned a couple of differences based on socioeconomic status 



 29

(blue collar vs. white collar managerial workers), education (college vs. non-college 

educated), and gender (men professionals vs. housewives). In addition, the author discussed 

how it is now possible for people not to labor for bread and biological necessities, but for 

creativity, identity, and varied expression (Levy, 1963). It is no longer necessary to see work 

as only instrumental, or the result of coercion and duty. Work could be intrinsically driven 

just like leisure and recreation. If in the past (from the Renaissance years in Europe through 

the Industrial era) leisure and recreation were for the rich, now they are for the educated and 

the ones who work for intrinsic reasons: sense of empowerment, control, expression, 

mastery, etc. Thus about the worker of today, Levy (1963) claimed, 

Certainly he is less a worker and more a human being as he moves from biological 
necessity to psychological satisfaction for his motives, to the extent that ‘a worker’ is 
more nearly a nourished set of muscles and a human being is an integrated person 
whose life style blends work and non-work as a superior expression on his capacities. 
(p. 16-17) 
 

Meaning of Work 

 Following Csikszentmihalyi’s (1990) discussion about happiness in one’s life, and 

because work is such a huge part of human lives, it seems a necessity to have such a 

workplace and to perform such work as makes one happy. What makes work meaningful in 

Csicszentmihalyi’s (1997) view is emotional happiness, not material security. Also, in 

contrast with Hochschild’s (1983) reasoning about the burnout from emotional labor, 

Csikszentmihalyi (1997) recommended the investment of more psychic energy for receiving 

more meaning from the activity. When one is allowed to shape work according to one’s own 

requirements, then work becomes more meaningful and the organizational environment, 

which allows that to happen, becomes humane. Csikszentmihalyi (1997) also held high the 
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quality of leaders to not promote selfish self-advancement, but the advancement of the whole 

organization, the community, and eventually of society.  

When Brief and Nord (1990) studied the meaning of work in itself and by itself, they 

realized that the meaning of work is related to other domains, and especially to society. 

Nevertheless, they pointed out how the most used definition of work is the economic one, 

which indicates that people do work for financial compensation in order to make a living. 

Brief and Nord accepted that definition, excluding work’s components of coercion and 

calling (occupational work). The purpose of their book, Meanings of Occupational Work, is 

to better understand the nature of people’s beliefs about that same purposeful activity for 

which one receives remuneration. The other important realization of the authors, relevant to 

the purpose of this study, is that different societies attach different meanings to work. For 

example, in some cultures, meanings are derived from the extremes of relativism. Both 

macro (recession or prosperity) and micro (the life-cycle of the industry) conditions 

determine work’s meaning (Brief & Nord, 1990).  

Furthermore, the authors emphasized the use of values to determine people’s attitudes 

toward work, especially in different cultures. Depending on what people’s perceptions are 

about their “effective alignment” (the relationship between what people do for a living and 

other valued things in life), they feel better about the quality of their life. The authors 

believed that the major reason for social problems today, including alienation from work, 

followed by depersonalization and human interchangeability, is that work ceased to be 

meaningfully related to other aspects of life after the industrial revolution. Brief and Nord’s 

(1990) solution was to connect work to other social institutions like the church, school, and 

family. 
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Nord, Brief, Atieh, and Doherty (1990) talked about the classic view that defined 

work as something, which is not pleasurable by itself. The authors traced how in ancient 

times leisure was the source for intrinsic pleasure and happiness instead. Later, in the Hebrew 

theological writings, as well as in the Christian philosophy, work was a path to goodness and 

salvation, as well as calling. This is how the Protestant work ethic came about. Something 

often forgotten in the organizational behavior literature is that, besides the call for duty, 

obedience, and guilt-redemption, at the heart of that ethic is the intrinsic value of work. The 

combination of the capitalist worldview and the Protestant work ethic produced a rather 

extrinsic outlook on work (accumulating material goods for spiritual salvation), as compared 

with concentrating on work itself. On the other hand, the non-conventional view of work had 

its eyes on the surroundings of the workplace (the Hawthorn studies).  

According to Brief and Nord (1990), people’s experiences at work and the meaning 

of work depend on the interrole conflict between their work and non-work lives. The authors 

discussed the two propositions of that conflict: universalistic and particularistic. The first one 

contains: 1) the spillover (a person’s work experiences carry over to other domains of life, be 

it positive or negative), 2) the compensatory (workers seek satisfaction of needs they were 

not able to fulfill at work in their non-work life domains), and 3) the segmentation (there is 

no relationship between work and other spheres of life) hypotheses. The second one, the 

particularistic proposition, is harder to define but contains all universalistic hypotheses. An 

overall claim is that the lower the status of the worker’s occupation, the more likely the 

segmentation hypothesis holds. In addition, the relationship between work and nonwork 

depends on the nature of the occupation because of restrictions like shifts, kin-based 

communities, members of an occupation that are clustered organizationally or 
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geographically, or because of “total work institutions” such as submarines or intelligence 

workers. On the other hand, the relationship between work and leisure is determined mainly 

by the levels of satisfaction, socialization, creativity, and self-identification individuals find 

at work. Positive work-life satisfaction was related to the spillover hypothesis, and the 

negative one to the compensatory hypothesis. In addition, a positive job-life satisfaction 

relationship was seen by London et al. (1977) in white-collar, high-socioeconomic status, 

college-educated, older, and Caucasian workers. The social context of a person (the cultural 

and institutional surroundings) has different effects on one’s behavior and may moderate 

work and nonwork values. The part that is not yet known to researchers is how the social 

context influences people’s value-prioritization process. The suggested alternative for 

achieving work-life balance is to accept that a person is not easily divisible according to role. 

Another meaning-of-work author who reasoned about how work values are models of 

conduct, reflect cultural norms, and are learned early in life is Robertson (1990). In addition, 

Buchholz (1977, 1978) defined a belief system, similarly to an information system, as 

constituting a set of unique assumptions used to explain people’s experiences. A 

questionnaire of attitude statements was sent to the top managers from the largest industrial 

corporations on Fortune’s 500 list. From an inventory of 159 statements, each of the five 

belief systems received 20 representative statements from the best ones selected to participate 

in that questionnaire. The results of a multivariate factor analysis showed that management 

adhered mostly to the humanistic belief system that perceived work as crucial for the 

fulfillment and the individual growth of the human being. The least popular belief systems 

were the Marxist (work only benefits the ownership classes, exploits workers, and alienates 

them from their real purpose and place in society), as well as the work ethic (independent 
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work is the only thing that brings dignity to the person). The most popular ones were the 

humanistic belief system (development at work leads to the fulfillment of people as human 

beings) and the leisure ethic (leisure activities are crucial to human fulfillment). 

Demographic characteristics were found to be an important factor for the strength of 

commitment to a certain work-belief system. The organizational view of work was found 

relevant to a collectivistic cultural orientation, whereas the work ethic was individualistic in 

nature. Age was reported to be relevant to individualism and collectivism because young 

people were found to enter the workforce with more individualistic inclinations (challenge 

authority, feel more exploited by the organization, and desire participation in decision-

making). These findings have particular relevance to the way employees from different 

cultures (with different belief systems) will perceive the humane organization in the present 

study. 

Furthermore, Buchholz (1977) pointed out that contemporary researchers adopt 

Maslow (1943), Herzberg (1966), and McGregor’s (1957) statements that the intrinsic 

outcomes of work are psychological and developmental and that they satisfy higher-order 

needs. The leisure and organizational work value systems are extrinsic in nature because they 

specify values like free time or group success that is achieved through work, whereas the 

humanistic system is intrinsic in nature because valued outcomes result through the very 

process of work. Robertson (1990) stated that work meanings influence people’s behavior in 

the organizations. Because they are the result of early upbringing and socialization, work 

meanings depend on the locus of control (internal or external) people use, depending on their 

culture. Cultures with external locus of control may place higher value on social approval 

than on achievement, which would be more valued by cultures with internal locus of control. 
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Work meanings determine work goals, which in turn determine the environmental feedback 

for individuals. Locke and Taylor (1990) summarized the values work can bring to an 

individual in the following way: material and achievement values, sense of purpose, social 

relationships, and self-concept.  

Friedman and Havighurst (1954) pioneered several empirical studies on the meaning 

of work and retirement for steelworkers, coal-miners, retail salespeople, skilled craftsmen, 

and older physicians. The methodology and hypotheses were different in all of the studies, 

but the authors found enough similarities to make final comparisons and cautious 

generalizations. The basic methods used were letters of introduction and interviews that were 

not transcribed, but results were written instead by memory of the researchers. The 

interviews concentrated on areas of life-experience and personal feelings. Meanings of work 

were inferred by the researchers, because it was considered a vague concept to be directly 

asked of participants. Results showed that workers with lower skill and socioeconomic status 

perceived work mostly as a means of earning money. All five groups of workers considered 

association as something valuable they receive from work. Work was also recognized to be a 

routine for passing time by all of the groups. All groups also valued respect by others and 

recognition by means of their work. Physicians showed high results on the “service-to-

others” meaning of work. And finally, work was found to be an interesting and purposeful 

activity that gave intrinsic joy to all five groups of workers.  

Even before Csikszentmihalyi (1990), Friedman and Havighurst (1954) were the 

pioneers of the claim that the level of skill determines the level of satisfaction with a job. 

They found that unskilled workers were more ready to retire if they had achieved economic 

security, simply because they experienced more negative values in their work. The authors 
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were also interested in finding what factors were capable of complicating the adjustment of a 

person from work to retirement. They concluded that most of the meanings of work could be 

realized by individuals in their leisure as well (retirement being one of the accepted forms of 

deserved leisure): routinaziation of life activity, self-respect and respect of others, interesting 

experience and creativity, and social participation. These findings, once again, were the first 

equivalence made between work and leisure in the social sciences (before Csikszentmihalyi, 

1990, and before Neulinger, 1974), with the cultural connotation that most Americans were 

not ready to do this in their lives, just because “they grew up in a work-centered society” 

(Friedman & Havighurst, 1954, p. 192). Some other conclusions that Friedman and 

Havighurst (1954) made were that the meanings of work that people gave were more related 

to personal values and personal experiences, rather than to the nature of work in the different 

occupations. This finding leads to one of the main assumptions of the present study, that 

people’s cultural values do greatly influence the meanings people cherish toward working, 

the workplace, and the work environment. The authors took age, different industry 

occupations, and socioeconomic level into consideration but did not account for culture in 

any of their studies. In one of these studies, they even deliberately excluded some racial 

minorities from the participating workers. Thus, although Friedman and Havighurst’s (1954) 

work is one of the pilot empirical and theoretical studies on the meaning of work and the new 

roles of leisure in the American society, it was found lacking in terms of due respect paid to 

such variables as national culture or race. 

The MOW International Research Team (1987) recognized meaning of working as 

the proper terminology, revealing “not so much the philosophical significance of work, but 

rather the psychological meaning – the significance, beliefs, definitions, and the value which 
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individuals and groups attach to working as a major stream of human activity that occurs 

over much of their lives” (p. 13). 

The MOW International Research (1987) created a heuristic model of the MOW 

concept based on the internal organizational, external environmental, and individual 

experiential aspects of the work-and-life context. The type of empirical study was a cross-

sectional survey that measured the variables and patterns of working at the individual and 

national level in all participating countries (USA, Israel, Germany, Netherlands, Yugoslavia, 

Britain, Japan, and Belgium). Literature from all of these countries was reviewed to avoid 

ethnocentric biases and to ensure the genuine differences of the cross-cultural effect. The 

three levels of the model include: conditional variables (personal and family situation, 

present job and career history, and macro socioeconomic environment); central MOW 

variables (work centrality with its value and decision-orientation components, societal norms 

of obligation and entitlement about working, valued working outcomes, importance of work 

goals, and work-role identification); and consequences (subjective expectations and objective 

outcomes of working). 

Figure 2. Heuristic model of the meaning of working. 
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Note. © From Meaning of working (p. 16), by MOW International Research Team, 1987, 

London UK: Academic Press Inc. Adapted with attempted permission. 

 

The premises of the research team were that the extent to which work outcomes are 

important to the individual depends on the evaluation of how central work is to that 

individual: “Work centrality includes identification with work, involvement and commitment 

to work, and choice of working as a major mode of self-expression” (p. 37). On the other 

hand, there are three major influences on the relationship between the meaning-of-working 

concepts: structure of labor markets, occupation type, and cultural differences. Occupation is 

influencing with its status characteristics: “Thus, high-status occupations tend to have better 

pay, more interesting content, better working conditions, greater responsibility for the 

welfare of others, greater autonomy in choosing tasks and methods of accomplishing them, 

and greater control over one’s time” (p. 26). According to MOW, the way education can 
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influence the meaning of working is through building self-directedness and autonomy 

orientation. According to the amount of such feeling in a culture, work centrality may 

increase at the expense of other areas of life that a different culture would deem more 

important (family, spiritual well-being, respect for elders, socialization, and lasting 

friendships). Without occupational self-control (autonomy, decision-making, variety, 

freedom from routine, and acquisition of new skills), it is difficult to exhibit commitment and 

identification with the work. In addition, factors such as career antecedents, progress, and the 

absence of unemployment influence positively the intrinsic outcomes of working. The MOW 

authors declared that there is a difference in the role and value of work in different cultures 

depending on the extent to which a culture fosters the achievement need. In relevance to this 

study, the meaning of working is determined by the cultural perspective of each hospitality 

management, supervisory, and professional line-level employee. 

In its methodology, the MOW research used a selection of target groups of 

participants reflecting different stages in their adult career. In order to avoid the covariation 

of other factors such as age, sex, and educational background in national representative 

samples, the researchers decided to research separate samples in each of the participating 

countries, thus forming a target group sample (a set of 10 homogeneous groups in respect to 

age, sex, and education was studied in each country) and a representative sample (to provide 

a national picture of the meanings of work for cross-cultural comparison purposes). 

Extensive pilot studies were conducted in each country except Britain. As a result, the 

questionnaires used were modified not to exceed one hour and to maintain a minimum 

number of open-ended questions. The interviews were anonymous and each country could 

adapt the general guidelines to its own requirements and restrictions. Several indices were 
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created aggregating questions and alternative answers into a combined measurement: non-

central MOW indices (antecedents and consequence variables of MOW) and central MOW 

indices (central MOW variables).  

The central variables that were considered main building blocks of MOW were work 

centrality, societal norms about working (entitlement and obligation), and valued working 

outcomes and goals. For the first structural analysis, all target groups were combined in one 

international target group consisting of 5,933 individuals. After the factor analysis of the 

samples, work centrality (WC) was found to have universal meaning within industrial 

societies in countries like Japan (with high WC), Britain (low WC), the United States, and 

Belgium (with average WC). Older people and men also had a predominantly high level of 

WC. Belgium, the Netherlands, and Germany showed higher entitlement norm orientation 

toward working, whereas the US was imbalanced toward obligation for working. In societies 

where work centrality is low and societal norms favor entitlement, one can expect more 

fluctuations and changes of the meaning of work, which would be observed in the 

perceptions of employees from different national cultures through the present study. As far as 

the outcomes of work, the income-producing function of work was perceived as the most 

important one in each country. The intrinsic function (to be interesting and satisfying) was 

second in importance in all countries, with Israel and the Netherlands showing higher scores. 

From the work goal dimensions, the general pattern showed the expressive to be most 

important, the economic to be second, the comfort dimension third, and the learning and 

improvement dimensions last. In the US, the expressive and economic dimensions were high 

and the comfort ones were low. Across the studied countries, the most important work goal 

was to have interesting work, followed by good pay, job security, convenient work hours, 
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opportunity to learn, good physical conditions, and promotion opportunity. Furthermore, the 

study demonstrated that people need a substantial increase in pay before they overcome their 

preference for autonomy and other intrinsic features of the workplace. Thus, the authors 

evaluated the economic underpinning of work as powerful but not all-powerful, which leads 

to the need of further exploration: What else do employees perceive as humane and 

meaningful at the workplace? Important antecedent variables for the meaning of working 

discovered in a regression analysis were age, education, sex, the quality of work, and the 

characteristics of the organization.  

The MOW study differentiated between two sets of people: those who define work as 

something they were forced to do for economic purposes, and those who defined work as a 

positive activity that is valuable to the personal development and to society. A suggestion of 

the MOW project that is very relevant to the present study is that delving further into the 

characteristics of people belonging to the second group (who place importance to self-

expressive aspects of work) would tell researchers more about the MOW cultural differences 

between countries. The MOW project from 1987 concluded that what constitutes quality of 

working life (QWL) are characteristics such as importance of job design, increased 

autonomy, decentralized and participative decision-making, flatter organizational structure, 

and greater utilization of people’s competencies. 

Reviewing the MOW project from 1981 to 1987 in six of the eight industrial 

countries mentioned earlier, England and Whiteley (1990) defined several patterns of work 

that can help contemporary organizational development specialists to differentiate among the 

motivation levels of employees with different work patterns: 1) the apathetic worker (does 

not value work highly and has low duty orientation to society and the employer); 2) the 
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alienated worker (more conscious about rights than duties); 3) the economic worker (low 

expressive work goals and highest economic goals with low quality of work); 4) the high 

rights and duty economic worker; 5) the techno-bureaucratic worker (duties are endorsed 

more than rights; high-quality jobs with wide variety; considerable decision autonomy; 

mostly managers; a mixture of expressive and economic reasons to work; high value on 

status and prestige); 6) the duty-oriented social contribution worker (work is service to 

society and satisfaction is socially generated even with average income); 7) the work-

centered and balanced-value worker (high level of work involvement; intrinsic satisfaction 

and high income; highest commitment to work and the highest work centrality with most 

hours spent at work). The observed national differences of MOW patterns were that the 

Japanese workforce is duty and society oriented, work-centered, and expressive, whereas the 

German and US workers are highly economic, high rights and duty economic, and techno-

bureaucratic workers. Besides cultural differences, MOW patterns can be changed by 

personal choice or different work experiences. In terms of the different rationales for work 

that various cultures held, Belgium and Japan utilized the obligatory and expected rationale; 

the Netherlands used mostly societal contribution; and Israel utilized social-benefit rationale 

more than the United States. Overall, in all countries, working was defined in economic and 

societal value terms.  

England and Whiteley (1990) also categorized individuals in work definition patterns 

A through F. Pattern A starts with a value-adding activity for which one is accountable. In 

pattern B, people gain positive personal affect and identity through work. Pattern C looks at 

how work brings monetary profit and intrinsic satisfaction to people. In pattern D, work does 

not bring positive affect. Pattern E defines work as significantly unpleasant physically and a 
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mentally strenuous activity, similar to F, where work does not bring positive affect because it 

occurs during specific time periods. The authors also found that Germany and Japan had 

more of a D orientation; Belgium and the US had a B orientation; Israel had a C orientation; 

and Japan had a D orientation. As a whole, people did not define work to be generally 

unpleasant. When unpleasantness was present it was related to controlling features of the 

work environment. People in pattern A, B, and C utilized both personal and other-oriented 

rationales for defining work. Patterns D, E, and F utilized the personal but none of the 

collective rationales. These findings were somewhat contradictory to the classic cross-

cultural categorization of countries (Hofstede 1980b; Triandis 1995) that, for example, 

classifies Japan in the collectivistic orientation to life.   

Meaningful Work Concept 

Based on a review of the main (Alderfer, 1972; Maslow 1970; Rogers, 1961) and 

additional (Herzberg 1968; McGregor, 1960; McClelland, 1953, Vroom, 1964) motivation 

theories, Chalofsky (2003a) identified the relevant existing research that has influenced the 

meaning-of-work concept and identified gaps for future theory building. The author made an 

analysis of the gaps in the body of knowledge, and on his way to developing the construct of 

the meaningful work, he introduced the model of “integrated wholeness.” Chalofsky’s initial 

search of the literature reported works concentrating on “Values and Meaning,” while a 

consequent search resulted in “Meaning of Work” writings. His construct, meaningful work, 

identified three major themes around which the findings were grouped: Sense of Self (what 

one brings to his workplace), the Work Itself (includes challenge, creativity, learning, 

continuous growth, purpose, autonomy, and empowerment), and Sense of Balance (balance 

between work and self, balance between self and others). These aspects, when merged, 
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provide the core of the construct Integrated Wholeness. The interdependence of encountered 

factors led to the emergence of a new paradigm, according to Chalofsky (2003a), which 

although connected to the past motivation and content theories, is at “a deeper evolutionary 

level” (Chalofsky, 2003a, p. 78).  

The topic of integrated wholeness was mentioned in Svendsen’s (1997) heuristic 

study of women who were trying to integrate utilitarian and expressive aspects of self 

through work. Svendsen (1997) defined the term in the following way: “Integrated wholeness 

includes the physical, intellectual, utilitarian, spiritual, creative, expressive and emotional 

aspects” (p. 11). That definition started with the author’s attempts to connect love and work, 

and life and work, and to see what happened when these unite: “I felt able to bring all parts of 

myself to my work and my work, in turn, reflected the loving wholeness, which created it” 

(p. 12). This contributed to the previous definitions of meaning and formed the idea that 

work is different when done from love, i.e., meaningful work. In the sense-of-self definition, 

this is the work that incorporates “one’s own values, beliefs and purpose in life” (Chalofsky, 

2003a, p. 78) and cannot be carried out except through the work itself (Chalofsky, 2003a). To 

be able to bring their whole selves to work and be able to pour desire, care, interest, and 

passion into that work, people need to feel at peace with themselves. They need to have 

found their spiritual presence—a balance with all around and everything within. 

Furthermore, Chalofsky (2003a) discussed how the sense of balance involves our mental, 

physical, emotional, and spiritual selves. His future research recommendations were: 1) learn 

about the interrelationship of values and meaning, and meaning and spirituality; 2) examine 

the components of the meaningful work; 3) determine the impact of the meaningful work on 

effective performance (individual, group, organizational, societal); 4) and find actual 
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examples of meaningful workplaces. This study interpreted the last recommendation as 

finding actual examples of humane organizations and determined to discover what a humane 

hospitality organization is for people with different interrelationship of values and meaning, 

i.e., for people from different cultures. 

Meaningful work in the IT industry. Gayle (1997) studied what information 

technologists perceive as meaningful work experiences, based on Chalofsky’s meaningful 

work concept, and what companies do to maintain a workplace climate that is purposeful and 

meaningful. Gayle (1997) used the Uterecht phenomenological approach that has a four-step 

process, including capturing the raw experiences, in-depth thematic analysis, individual 

descriptions, and team development. The first six individuals who expressed interest in 

participating in a face-to-face interview had state-of-the-art IT skills, were highly sought 

after in the IT market, and highly compensated. These participants had to express their 

perceptions and experiences of workplace meaning and purpose. Gayle (1997) presented the 

professionals’ opinions separately and then gave a composite of their interviews with 

developed themes. An outside researcher was asked about her opinion of the resulting 

themes, and several co-researchers (interviewees) reported on the personal benefits they 

found through the research process. All six professionals shared the drive to succeed 

regardless of the circumstances and to find the solutions for risky undertakings. All 

participants (co-researchers, as the author called them) made work the top activity in their 

lives. These people’s reasons for meaning and purpose were alignment with corporate goals 

and company directions, and the level of creativity and involvement was rewarding to them. 

The ability of the organization to provide innovativeness and creativity, Gayle (1997) called 

the “spiritual” organization. The senior professionals considered a democratic environment 
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with little company politics healthy. These professionals were internally motivated to pursue 

their jobs, and the type of leadership they needed was supportive, appreciative, and 

participatory. Many of the co-researchers returned to graduate study for the love of learning, 

whereas others were involved in self-study. Participating professionals also tended to steer 

away from the work if they could not find challenging and learning opportunities. Extrinsic 

rewards (such as staff services, private offices, higher pay levels, and prestigious position 

titles) could be means of motivation only when used in conjunction with intrinsic factors. 

Participants reported losing track of time when they became engrossed with solving a 

challenging work problem. Conversely, they became lethargic, Gayle (1997) said, when 

losing interest in the job. The diverse backgrounds and experiences were not a hindrance to 

the similar perceptions the interviewed information technologists held about meaningful 

work. 

Meaningful work and learning. Another empirical study of Chalofsky’s meaningful 

work concept was that of Turner (2005), who studied the patterns of learning in the lives of 

people who experience meaningful work. Turner’s goal was to discover the relationship 

between people’s motivation to learn, the actual process of learning, and the role of that 

learning in the context of meaningful work. The study reviewed major self-directed learning 

theories, the learning process, and learning in context, including the profile of self-directed 

learners. The meaningful work concept was also explored by Turner (2005) starting with 

literature on: the meaning of work, the roles of working, the values of working, the 

relationship between work and leisure, and between work and motivation. Chalofsky’s 

(2003a) meaningful work concept was the one that tied together the themes of learning and 

meaningful work. That was also the theoretical lens used by Turner. Learning aligned with 
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and found expression in all of Chalofsky’s areas: the sense of self, the work itself, and the 

sense of balance.  

Turner’s (2005) study utilized a phenomenological inquiry. The relationship between 

the variables was studied in a natural setting without manipulation. Her choice of an 

interview design was one-hour, semi-structured interview, and aimed to capture the essence 

of the phenomenon of learning in the context of meaningful work. The author used mixed 

sampling: criterion purposeful, intensity, snowball, chain, and opportunistic sampling to 

select 15 persons who were rich in information for the interview. Participants were sought 

from organizations or groups around the meaning-of-work concept. Participants completed 

written reflections prior to the interviews for better recollection and for constructing a pool of 

background information for the interview process. This method was reported by Turner to be 

very helpful for achieving commitment to the study, more detail of information, greater depth 

of the experience, and sincere benefit for the reflective insights of participants that led to 

knowing themselves better. Data were first coded by hand for themes, summaries were 

written for each interview transcription, participants’ profiles were established, and themes of 

data were clustered together for categorization. The NIUDIST program for theory building 

was also used in the analysis, although the author warned against its cumbersomeness and 

time consumption. Verification was achieved through an outside researcher who confirmed 

coding, as well as through participant feedback. Ethical considerations were specified in 

terms of confidentiality for people, companies, and places; the researcher’s personal biases 

were avoided. 

The conclusions and recommendations in Turner’s (2005) study appeared along the 

three main pieces of the puzzle, as she called them: the learner, the context, and the learning 
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process. A summary of the main results revealed five sources of meaningful work: being 

challenged, variety of activities, making a difference, helping others, and learning 

opportunities. There were also five learning process themes and 10 primary learning themes 

discovered. As a whole, the results of the study supported the theoretical lens of Chalofsky’s 

(2003a, 2003b) preliminary theory of the meaningful work along the three themes: sense of 

self (SOS), work itself (WIS), and sense of balance (SOB). Turner (2005) was positive that 

“an organization’s culture will dictate what is acceptable behavior along these lines on the 

workplace” (p. 204). Thus, the present study assumed that an organization providing the 

proper climate for people to feel their SOS is critical for receiving the status of a humane 

organization. If they could not be their complete selves, with the capacity to develop and be 

fulfilled, Turner’s participants either left their workplaces or changed them. The work itself 

provided participants with challenge, variety, and opportunities to help others. Autonomy of 

career, job, work, or company was a major factor for experiencing meaningful work. 

Furthermore, all of the 15 participants felt a need for balance and alignment of the purpose 

and meaning of all areas of their life: work, career, family, leisure, health, etc. A second 

conclusion of Turner’s (2005) study was the appearance of a “common learning process 

characterized as highly self-directed, continually reflective, emotionally and spiritually 

laden” (p. 208). The participants in her study defined spirituality as different from religion, as 

“a state of being, described by many in this study as feeling fully present and whole” (p. 

211), as a state in which senses matter the most. These senses of emotion and spirituality 

bring the learning process to its best enactment. Thus, because learning was innate in the 

participants of Turner’s study, it turned out to be the fuel for experiencing meaningful work: 
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“Learning is how these individuals continue to grow and develop, thus opening the door to 

experiencing meaningful work” (Turner, 2005, p. 217).  

 The Meaningful Workplace (the Work Environment) 

 Lulic (1996) asked many executives and managers of different industry businesses 

what they wanted to be at work. The common meaning in the discovered responses she called 

“the common quest,” which included feeling meaningful, operating out of integrity, and at 

the same time being able to create a comfortable standard of living. The author created a 

model of what people indicated they wanted to see at their workplaces that could also 

represent the necessary future steps toward fulfilling these dreams. The model is a pentagon 

constructed from meaning, integrity, time, physical prosperity, and contribution at each 

angle. The present study will assume the latter as one of the desirable milestones toward 

creating humane organizations.  

In addition, speaking of meaning, Lulic (1996) defined it as: the purpose to be of 

service and make a difference, to align intentions with actions, and to contribute as a part of a 

caring community. The only impediment the author saw toward achieving that ideal is the 

fear that we can achieve more with less material gain. In order to break free, organizations 

should not allow the Wall Street-stockholder orientation to influence them with the 

demoralizing effect of ignoring integrity. To break free, organizations need to change the 

assumptions about workload that has traditionally required the American worker to spend 

more time at work even without the need for it. Last but not least, organizations should let 

people have their own mission and passion toward fulfilling their own goals at work, instead 

of trying to impose the organizational vision and purpose without letting the individual find 

the link for him/herself. Individuals could also contribute by: learning and changing their 
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own minds according to these principles; letting their spiritual and emotional selves be and 

grow; influencing other people to change; breaking free from the consumerist habit of buying 

more material goods in exchange for work; and being satisfied with more intangibles such as 

time spent sleeping (for boosting health and productivity), time with the family (for healthier 

youth and less burdened society), time living sustainably, and time respecting the 

environment. The present case study sought these recommendations in the perceptions of 

participating hospitality professionals regarding the humane organization. 

Peter Vaill’s (1996) learning as a way of being (LWB) is also related to the 

meaningful workplace and the components that create a humane organization. LWB is the 

learning that occurs in permanent whitewater (PWW) conditions. The latter is our current 

way of life, the constantly changing and turbulent environment (Vaill, 1996). LWB refers to 

the whole person, to something that goes on all the time and extends into all aspects of the 

personal life, even to our unconscious minds. When LWB is brought to organizations they 

become learning organizations in the sense that high-quality meaningful human learning 

(self-directed, creative, expressive, emotional, and feeling) happens within them that brings 

positive change and effective performance (Vaill, 1996). LWB makes learning organizations 

meaningful, not only to the individuals that work for them, but also to society at large. The 

leadership required to hold this together are not just managers or leaders; they are now called 

managerial leaders: “After all, the managerial leader’s job is to maintain and enhance the 

organization as a meaningful place” (Vaill, 1996, p. 178). They are now called people who, 

through their everyday learning and teaching, experience “leaderly learning” (a form of 

LWB). 
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Furthermore, Melvin Kohn’s (1990) literature review had the intent of addressing 

unresolved interpretive issues on work and personality from existing studies in the United 

States on both men and women. His hypothesis was that it is possible to establish firm 

evidence as to whether job conditions affect personality without using a controlled 

experiment. His analysis casts doubt on the so-called fit hypothesis, “which holds that job 

conditions have different effects, depending on how the demands of the job fit the needs, 

values, and capacities of the individual worker” (Kohn, 1990, p. 54). Kohn (1990) expressed 

that the conditions of work affect employees’ values, self-conceptions, orientations to social 

reality, and cognitive functioning. In other words, job conditions are meaningful for the adult 

personality and affect it through learning and generalization of what has been learned in other 

realms of life. According to Kohn (1990), the opposite is also possible – for personality to 

affect job conditions. This is an interesting point of reference for the present study, which 

involves such an occupation as the hospitality business, which requires a lot of human 

personality in order to make the experience memorable and to differentiate from competitors. 

The type of occupation does influence ones’ beliefs, ethics, practical judgments, and 

opinions. The level of occupational self-direction (the use of initiative, thought, and 

independent judgment) is most relevant to personality as well. These are all conditions that 

an organization considered employee-friendly would do well to provide for. In this respect, 

what ties Kohn’s (1990) work with the intended study is the hypothesis that since personality 

is an amalgam of numerous factors, one of which is culture, then culture has an indirect 

effect on work conditions as well. Kohn (1990) also raised another very interesting question 

– whether or not “job conditions affect all people exposed to those conditions similarly, or 

are their effects dependent on the needs, values, and abilities of the worker?” (p. 54). This 
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question remains unanswered but it provides direction for future research. The present study 

sought an explanation only in relation to the extent that culturally determined values drive 

people’s needs and perceptions of work conditions. 

From an organizational development perspective, Porras and Robertson (1990) used 

the Organizational Work Setting Factors Model as a tool for measuring the quality of the 

work environment. This is a model about organizational development and change in which 

the work setting plays a central role in the change process. The work setting consists of: 

organizing arrangements, social factors, physical settings, and technology, all of them 

influenced by the organizational vision, which is a result of the environment. The work 

setting components influence the individual cognitions and perceptions, which form the 

individual behaviors on-the-job. Thus, it is very easy to suppose that the work-setting 

configuration is a major factor in the individual’s development and the formation of meaning 

at work. 

Other organizational development literature used different terminology (such as 

organizational climate or culture) describing the workplace and its atmosphere. For example, 

Guzley (1992) reviewed research about organizational climate and culture in relation to 

employees’ commitment. There were five variables of organizational climate that were found 

related to commitment: communication, decision-making, leadership, motivation, and goal 

setting. Guzley (1992) set forth on a journey to reinforce the connection between 

organizational commitment and climate. Commitment was viewed mainly from attitudinal 

perspective concerning the internal motivation of the individual alignment of goals with the 

company’s mission, versus the behaviorally oriented perspective of organizational 

commitment where people are externally motivated. Guzley’s (1992) research becomes 
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relevant to the present study when the internal feeling and experience of meaning at the 

workplace is considered a building block of the internally constructed commitment.  

The Meaningful Workplace and Work-Life Balance 

In order to be happy and satisfied at work, individuals should not experience stress 

with their other life roles (family roles included) because of the workplace (London, 

Crandall, & Seals, 1977). Thus, with the increase of work-family conflict (WFC) numerous 

studies reported increase of role ambiguity (Babin & Boles, 1996), divorce and family 

disintegration (Presser, 2000), negative childrearing outcomes (Mulvaney et al., 2007), 

barriers to leisure (Godbey & Crawford, 1987), increase of personal exhaustion and burnout 

(Bacharach, Bamberger, & Conley, 1991), and decreased job satisfaction (Boles, Howard, & 

Donofrio, 2001; Bruck, Allen, & Spector, 2002). Furthermore, higher WFC leads not only to 

decreased job satisfaction but also to lower life satisfaction (Boles, Howard, & Donofrio, 

2001). 

Bruck, Allen, and Spector (2002) studied the relation between WFC and job 

satisfaction using three dimensions of WFC (time-based, behavior-based, and strain-based) 

and two facets of satisfaction (global and summed). Locke (1969) defined job satisfaction as 

the extent to which expectations for job conditions match the actual benefits at the job. 

Global satisfaction relates the overall affective reaction of individuals to their workplace, 

whereas composite satisfaction examines the personal attitudes toward facets of the 

workplace, such as policies, procedures, pay, benefits, promotions, supervision, coworkers, 

etc. Bruch et al. (2002) surveyed 372 employees of a veterans’ hospital with a 52% response 

rate and conducted hierarchical regression analyses to discover that WFC is related to job 

satisfaction as a whole with a stronger relationship to composite job satisfaction. The 
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findings concerning behavior-based conflicts are relevant practical recommendations for 

organizational interventions ensuring more work-life balance for employees. Bruck et al. 

(2002) suggested benefit policies helping the family and other life components outside of 

work, such as flextime, psychological counseling, on-site day cares, adaptability training and 

self-monitoring, and uncovering job-suitable personality characteristics. In addition to 

recognizing personality features, familiarity with cultural characteristics could also be used in 

successful hiring and training. Certain types of cultures could be more prone to experiencing 

WFC than others. Collectivistic cultures that are higher in external locus of control and are 

more family oriented (Triandis et al. 1990) reported higher WFC than cultures with higher 

internal locus of control and independence (Mulvaney et al., 2007; Namesivayam & Mount, 

2004).  

The Meaningful Workplace and Spirituality  

 In order to help today’s organizations solve existing misconceptions about what 

makes their employees happy and satisfied, McLean and Johansen (2006) reviewed various 

spiritual paths suggested by the religions of different cultures. The emphasis in all spiritual 

trends was to consider the whole person—mind, body, soul, and spirit—not just a person’s 

material or status needs. McLean et al. (2006) emphasized the culturally formulated spiritual 

influence on the way people feel at their workplaces. It could be argued that it all started with 

religion, which then confirmed the cultural differences expressed though people’s souls 

(mind, emotions, and personality). That idea was further developed by Senge, Scharmer, 

Jaworski, and Flowers’ (2005) Presence – a theory of profound change that could return our 

awareness of and to the wholeness of things, to “deeper seeing and the effects such 

awareness can have on our understanding, our sense of self, and our sense of belonging to the 
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world” (p. 7). The goal is to achieve that superior form of presence, spiritual content, and 

oneness by leaving behind the traditional ways of separateness of the modern culture—

separateness from the self, the world, and balance. 

In addition, Vaill’s (1996) understanding of spirituality, as a person’s sense of the 

meaning of life and the significance of things, added to the discussion of meaning. For Vaill 

(1996), spirituality is the “struggle with the unthinkabillity of the modern condition” (p. 182), 

the “peace that passeth all understanding” (p. 186), as well as the ability to remain inspired in 

the midst of permanent whitewater (Vaill’s term for turbulent conditions of change and 

uncertainty). The latter principle Vaill (1996) tied specifically to the organizational context in 

order to ease organizations into the nurturing of leaderly learning. Employees experience the 

state of leaderly learning when leaders care about them through constant leaderly teaching. In 

this sense, it could be inferred that the opportunity to experience and express spirituality at 

the workplace constitutes a considerable portion of the meaning and humanness of 

organizations. 

The founder of the High Tor Alliance, a Resource for Organization and Community 

Renewal, Christopher Schaefer (n.d.), talked about the spirit, soul, and body of an 

organization. He defined the spirit as the expression of mission, purpose, and history. On the 

other hand, the soul is expressed through the organizational culture and has three qualities: 

feel, think, and will. The body (the material artifacts and conditions of work) is just a product 

from the combination of soul and spirit. Furthermore, Schaefer was concerned about how the 

age of information technology affects people’s consciousness. Ardently, he repeated the three 

threats to humanity: the mechanization of the spirit, the vegetablization of the soul, and the 
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animalization of the body. He spoke of a different type of spirituality created by us humans, 

not the natural one created by God: 

The natural world of mountains, sunsets, or a gazing deer is given to us by a divinely 
created world. We are part of that creation. We, however, create the world of road 
signs, living room conversations, post offices, amusement parks, and multi-national 
corporations. (p. 1) 
 
Once again, Schaefer confirmed the necessity of a different type of organization with 

a “spirituality-based social understanding” (p. 2). In the article “Why Spirit Matters,” 

Schaefer and Darling (1997) promoted pursuing work environments where people can 

express their values, instead of suppressing and changing them. They conducted a study 

exploring spirituality in the workplace and the people who manifested it. The categories they 

looked into were: individual meditation, individual practices at work, attitudes toward work, 

and organizational practices. The individual contemplative practices at work were more than 

the shared ones because leadership did not support them, because the culture did not support 

them, or the working schedules were not flexible. The finding most relevant to the purposes 

of the present study was “that the contemplative and spiritual practices used in the workplace 

are beneficial and context-appropriate activities” (Schaefer & Darling, 1997, p. 2) that 

different cultures might perceive as definite opportunities for humanizing the organizational 

atmosphere and placing individual needs before or alongside those of the organization. 

The Humane Workplace 

 Chalofsky, Brooks, Hatcher, Kuchinke, Lee, and McLagan (2003) approached the 

concept of the “humane workplace” from different paradigms that brought together critical 

feminist theory, ethics, integrity, social responsibility, radical humanism, democratic, 

organizational, and humanistic leadership perspectives. Chalofsky described the meaningful 

workplace as “creating empowering work at the individual level and building caring 
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organizations at the organizational level” (p. 483). Furthermore, the humane workplace is 

characterized with work-life balance, flexible schedules, less overwork, and protection for 

workers. From an ethics point of view, the humane workplace is depicted as the right thing to 

do. From an integrity perspective, it is the place “where people trust one another” (Chalofsky 

et al., 2003, p. 485). From a democratic point of view, the humane workplace is “liberty, 

equality, justice, freedom…and a focus on people” (p. 487), which is also a radically 

humanistic approach. Moreover, the humane workplace is a future-directed approach that is 

socially responsive and inclusive of sustainability. 

The Humane Organization 

 Chalofsky (2008) was one of the first to declare the existence of the Humane 

Organization (HO) concept referring to employee-friendly companies that cherish the human 

in the center of their value system by providing work-life balance policies and programs. 

Starting from the pre-industrial era, the author historically traced how and when work was 

more personable and community oriented. He blamed the automatization, beurocratization, 

and standardization of the industrial era for the separation of work from community, for the 

separation between owner and employees, and between management and employees. 

Whether they are called “caring organizations,” “natural workplaces,” “high-

commitment work cultures,” or a “great workplace culture,” Chalofsky (2008) combined all 

of the nuances to name these special kinds of organizations humane. The purpose of the 

study “was to examine the organizational culture of organizations that are considered to be 

employee-friendly workplaces” (Chalofsky, 2008, p. 14). The author started with the 

question, When do employees experience work-life balance? He continued inquiring, Are 

organizational culture and policies what initiates and supports work-life balance or is 
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management style the one that fosters it? Chalofsky (2008) conducted a study among several 

companies that were the awardees of the seal of excellence of the Maryland Alliance for 

Work-Life, several of which were also on Fortune magazine’s 100 great places to work for, 

as well as on Washingtonian magazine’s 50 best places to work for. The author examined 

these companies’ work-life programs, social responsibility, philanthropy, and community 

service programs. All of the interviewed 10 human resource managers shared opinions on 

how organizations become the best places to work for. The findings indicated that all of these 

companies have the following common characteristics:  

1) Living a value-based culture. 

a) Alignment between the organization’s mission and the commitment to its 

employees (development of employees) 

b) Alignment between the organization’s mission and the commitment to its 

customers 

c) Alignment between the organization’s mission and the commitment to its 

suppliers 

d) Alignment between the organization’s mission and the commitment to the 

community 

e) Commitment to diversity 

2) Caring about employees = treating employees as assets, as true associates 

a) Commitment to work-life 

b) Management providing and nurturing a caring and supportive environment 

towards employees (management is held accountable for the focus on employees)  
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c) Executives and managers who live the culture and are models of the 

organizational values 

3) Caring about the organizational mission. 

a) Commitment to highest quality products and services 

b) Commitment to empowerment, integrity, and intrinsic motivation 

a) Commitment to the community and society at large (sense of community and 

social responsibility) 

4) Work, play, and community involvement. 

b) Employees find their work to be meaningful 

c) Employees believe in the mission of the organization 

d) Employees enjoy socializing with their colleagues 

e) Employee groups are supported by management  

 Finally, the author concluded that HOs have a work-life culture that produce the 

needed benefits: “It’s not about the perks; it’s about the culture” (Chalofsky, 2008, p. 16). 

Furthermore, these types of organizations support “the whole person and the whole person 

supports them” (p. 18). And finally, these organizations are truly a community by making the 

workplace enjoyable and meaningful for people. Organizations that are thus shaped are 

humane and invest pride in their employees in order to later reap commitment to the 

organizational mission without the need of “artificial” motivators (Chalofsky, 2008). 

The emphasis on work-life balance (WLB) from Chalofsky’s (2008) work and the 

multicultural perspectives from the discussed cross-cultural literature together form an 

assumption. This assumption reads that people from national cultural backgrounds, which 
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promote group work and collective values of community life, are more inclined toward work-

life balance values, and form similar organizational policies.  

Meaning of Work and National Culture 

Harry Triandis is a scholar who also contributed to the cultural differences in the 

meaning of work thought. Triandis (1980) created a work model comprising factors such as: 

one’s self-concept (personality traits in relation to hard work), norms (importance of other 

people or things contributing to hard work), roles (social status and life roles that cause hard 

work), and interpersonal agreements (employee-supervisor or employee-family agreements 

about the importance of hard work). In relation to the MOW study, Triandis (1991) 

commented that the MOW team has not explored enough variables of work beyond pay, 

variety, interesting work, and autonomy. He suggested satisfaction of work derived from the 

increase of social exchange, information, and personal services (car, lawyer, driver, cell 

phone, etc.). In terms of individualism and collectivism, Triandis (1991) charged 

individualistic cultures with lower work centrality. Furthermore, Triandis (1991) claimed that 

the age of people determined the levels of membership in the culture. Older people are more 

typical members of their culture. 

Epstein (1990) also stated that cultural (national culture) beliefs assign value to the 

way work is organized, thus automatically assuring that employees from different cultures 

perceive the meaning of their workplace differently. Epstein (1990) went even further, saying 

that employees know far better than sociologists or other researchers how culture affects the 

way workers perceive their workplaces and work roles. The author insisted on the fact that 

work is not an island isolated from other institutional spheres like family or leisure: “To view 

work behavior in isolation from other role relationships is to tear it out of the normative 
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context that sustains it and gives it meaning” (p. 95). Suggested paths for future research 

were discovering the meanings employees attach to their work and to their workplaces, and 

reviving “older themes involving the meaning of work and patterns of workplace culture and 

identities” (p. 96). 

Vallas (1990) conducted another literature review in the field of occupational 

sociology from the past couple of decades. He mentioned one of the classic themes in the 

sociology of work—the effect of work on the person—and discussed studies differentiating 

between “blue” and “white-collar” as well as “mental” and “manual” type of work. Vallas’ 

(1990) observation was that the task of sociologists is to “disclose the way in which 

commodity production itself contributes to the sum of human despair and inhumanity” (p. 

345). He asserted that, for the employees, meaning is found in adhering to the purpose of the 

work they perform and in identifying with its goals. Vallas (1990) also talked about the very 

interesting phenomenon of the “double lives” people lead when combining their occupational 

activity with, to them, more passionate and meaningful non-work pursuits. This 

phenomenon, the author repeated, exists because of the increased consumption character of 

society, which weakens the attachment to work as a calling. If contemporary people find less 

and less meaning in their workplaces, this is because they are detached from their work. 

Vallas’ (1990) suggestion for such an individualistic cultural issue is job sharing. Future 

research efforts encouraged an effort to understand how work structures emerge, persist, and 

change through observing the ways people act in order to negotiate their own work situations 

(Vallas, 1990). The latter suggestion is the link with the proposed study: The key to creating 

a humane workplace for different people is in exploring how these people perceive their own 

work situation. 
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Summary of Humane Organization 

The concepts of meaning-of-work, meaningful workplace, and humane organization 

are not used interchangeably either in previous research or in this study. In addition, they are 

not fully explored in the existing literature, which led Chalofsky (2003a) to recommend their 

further refinement and the clarification of their impact on “individual performance and 

organizational effectiveness” (p. 80). Csikszentmihalyi (1990) talked about the meaning of 

work as an optimal experience of flow in which people get so involved that nothing else 

seems to matter for them. Fox (1994) referred to the meaning of work as the joy derived from 

giving and helping others, as well as the liberty of expressing one’s spirituality at work 

(McLean & Johansen, 2006; Schaefer & Darling, 1997; Senge et al., 2005, Vail, 1996). Still, 

some recent literature (Pouchant, 2002) pointed out how the meaning of work is shaped by 

the opportunities an organization provides for learning. The MOW International Research 

(1987) made a considerable contribution to the study of MOW by creating a heuristic model 

of the MOW concept based on the internal organizational, external environmental, as well as 

individual experiential aspects of the work-and-life context. Chalofsky’s (2003a) definition 

of the meaningful workplace entailed the way people express the meaning and purpose of 

their lives through their work activities. Consequently, an organization that provides 

individuals with a feeling of happiness and “integrated wholeness” (Svendsen, 1997) could 

be considered a meaningful workplace. And although Chalofsky et al. (2003) and Chalofsky 

(2008) agreed on considering humane this workplace that provides work-life balance, 

flexible schedules, less overwork, and protection for workers, a gap still exists in theory, 

empirical research, and organizational practice relating to the understanding of the humane 

organization concept. Furthermore, there are no empirical studies, or any other, covering the 
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meaning of work, meaningful workplace, and humane organization against the background 

of national cultural diversity and the hospitality business. 

Multicultural Perspectives 

Overview 

Kroeber and Kluckhohn (1952) stated that “culture consists of patterns, explicit and 

implicit of and for behavior acquired and transmitted by symbols, constituting the distinctive 

achievement of human groups” (p. 181). Triandis (1995) called culture the memory of 

society and emphasized its “unstated assumptions” as most important. Trompenaars and 

Hamptden-Turner (1998) described culture as a pyramid constructed of three layers: an 

external layer (artifacts and explicit products), a middle layer (values and norms), and a core 

layer (basic implicit assumptions about existence). Thus, “because different groups of people 

have developed in different geographical regions, they have also formed different sets of 

logical assumptions” (p. 22). And yet, the authors allowed for variation around the norm of 

assumption in a culture by comparing it to a normal distribution with a standard deviation 

from the norm.  

The search this study performed in the field of national cultural diversity led to the 

awareness that researchers have distinguished between different cultural values based on 

nationality. Most cited in this respect is Hofstede’s work (1980a, 1980b, 1997), with his five 

cultural dimensions (individualism, power distance, masculinity, uncertainty avoidance, and 

long-term orientation). This section of the literature review names mostly empirical cross-

cultural studies and key cultural diversity theories that the researcher considered in exploring 

hospitality employees’ perceptions from different cultural backgrounds about the humane 

organization. 
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National Culture and Personal Value Orientation 

Kluckhohn and Strodbeck’s (1961) value orientation model demonstrated how the 

value-orientation preferences in which a person has been socialized since childhood are a 

substantial part of his/her personality (Kluckhohn & Strodbeck, 1961). That model consists 

of value orientations [“generalized and organized principle concerning basic human problems 

which pervasively and profoundly influences man’s behavior” (p. 341)] about: man and 

nature, relation to nature (mastery, subjugation, and harmony with nature), place in time 

(past, present, and future), human activity (being, becoming, and doing), and relationships 

with fellow human beings (lineality, individualism, collaterality). The model is relevant to 

the present study’s discussion of multicultural perspectives in its emphasis that the value 

orientation system of societies does not consist only of dominant, but also of variant values 

that are not always visible on the surface.  

Kluckhohn and Strodbeck’s (1961) study took place in the Rimrock region of 

Southwest America and used subjects from five communities: two American Indian (Navajo 

and Pueblo), one Spanish-American, one Mormon, and one from Texas and Oklahoma. 

Random samples of 20-25 people were selected from the Navajo, Mormon, and Texan 

groups. Twenty-two items were distributed evenly over four of the value orientations: 

relational, time, man-nature, and activity. The results indicated that the preference of the 

Spanish-American subgroup was for present-time orientation, being orientation, and 

subjugation-to-nature orientation. Navajos had a doing orientation, the Mormons were 

individualists with past-time orientation, and the Texans were individualists with an over-

nature orientation. The grand conclusion relative to the present study was that, “Conversely, 

there is no aspect of human behavior, which is not influenced to some degree, either directly 
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or indirectly, by culture. Basic values are a particularly pervasive cultural factor of influence” 

(p. 364).  

Cultural Syndromes (Types of Cultures) 

Triandis (2000) identified several cultural syndromes that are essential to consider in 

cross-cultural communication. The author defined the term syndrome as a “shared pattern of 

beliefs, attitudes, self-definitions, norms, roles, and values organized around a theme” (p. 

146). Complexity is the first syndrome that divides cultures into those that are complex 

(individuals have different beliefs) and simple (individuals are in agreement about their 

values and beliefs). Tightness of cultures, as already mentioned, divides them into tight (with 

many rules and norms) and loose (few rules) ones. Individualism and collectivism were listed 

as a separate cultural syndrome, and vertical and horizontal cultures as a still separate 

syndrome. The active-passive cultural syndrome differentiated between competitive and self-

fulfilling active cultures and more cooperative and conformity-seeking passive cultures. 

Other syndromes mentioned by Triandis (2000), which were also syndromes discussed by 

Trompenaars and Hamptden-Turner (1998), were universalism-particularism, diffuse-

specific, instrumental-expressive, emotional expression and suppression, and ascription-

achievement orientation. The message Triandis (2000) conveyed was that all individuals 

possess both individualistic and collectivistic patterns in a combinations with other cultural 

syndromes that result in differing cultural values and behaviors.  

Furthermore, Dimitrov (2005) conducted an extensive literature review of the main 

characteristics, benefits, and drawbacks, as well as the main motivational tactics that could be 

used in organizations to motivate both individualistic and collectivistic cultures. She 

summarized the cultural descriptions of Hofstede (1980b), Triandis (1995), Trompenaars and 
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Hamptden-Turner (1998), and Weech (2001). This review is useful in understanding 

participants’ values and priorities in the quest for a meaningful workplace. In addition, the 

different cultural syndromes summarized below present an explanation for any cultural 

patterns of perceptions and behavior that can be observed in the study. 

Long and short-term orientated cultures. According to Hofstede (1997), cultures are 

also dichotomized into long and short-term orientation (most Asian, African, some Eastern-

European, and Middle-Eastern cultures tend to be long-term oriented, while most West 

European, North-American, and Australian cultures are short-term oriented). Collectivistic 

cultures are long-term-oriented cultures and are characterized by patience, perseverance, 

respect for elders, and a sense of obedience and duty toward the larger group (Hofstede, 

1997).  

Cultures according to social relations. Another categorization similar to Hofstede’s 

(1980a) masculinity (MAS) dimension is the one of Stewart and Bennett (1991), which 

classified cultures according to social relations. This category differentiates cultures whose 

social orientation stresses harmony, face-saving, and avoidance of confrontation (Eastern 

countries like Japan, Korea, China, and Thailand) and cultures that are assertive and 

straightforward in their communication (English speaking and North-European countries). 

Also, Trompenaars and Hamptden-Turner (1998) used the classification of achievement 

versus ascription-oriented cultures (status based on birth, kinship, connections, age, gender or 

education). Achievers value assertiveness and winning; trainings are attended for furthering 

careers; failure is a tragedy. Relationship-oriented cultures avoid competition and expect 

rewards when being cooperative, empathetic, and compassionate to everyone.  
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High and low-context cultures. Hall (1976) classified high and low-context cultures. 

Trompenaars and Haptden-Turner (1998) used the terms “specific” versus “diffuse.” High-

context cultures are formal, more hierarchical, and deeply rooted in the past; communicate 

verbally less often; use shared experiences, history, and implicit messages. Low-context 

cultures (Anglo-European and North-American countries) value equality in interaction, less 

emphasis on hierarchies, more direct, logical, and verbal communication. According to 

Trompenaars and Haptden-Turner’s classification (1998), these could also be “affective” 

versus “neutral” cultures. For Weech (2001), these are the truth dimensions – “loose” and 

“tight”-structure cultures. Loose-structure cultures are tolerant of ambiguity and uncertainty. 

In tight-structure cultures there is one best answer. This classification also resembles 

Trompenaars and Haptden-Turner‘s (1998) universal (value rules) versus particular cultures 

(value relationships with people and circumstances). 

Dimensions of National Culture                 

Hofstede (1980a) identified four work-related dimensions along which national 

cultures differ: power distance (PDI), uncertainty avoidance (UAI), individualism (IND), and 

masculinity (MAS). The dimension of national culture PDI indicates the extent to which a 

society accepts the fact that power is distributed unequally in organizations. High-power-

distance-oriented cultures are collectivistic cultures (e.g., East Asia and Latin Europe); low-

power-distance cultures are in individualistic cultures (e.g., North America and Western 

Europe). UAI “indicates the extent to which a society feels threatened by uncertain and 

ambiguous situations and tries to avoid these situations…” (Hofstede, 1980b, p. 45). High 

UAI means higher anxiety and stress, hard work, value of consensus and expression of 

emotions, and an emphasis on security in life; “the search is for ultimate, absolute truths and 
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values” (Hofstede, 1980b, p. 47). Where UAI is high, group members share responsibility for 

decisions, or one person from the position of power does so, whereas “belief is placed with 

experts and their knowledge” (Hofstede, 1980b, p. 47). In both cases disagreements are 

discouraged. On the other hand, where UAI is low, planning is flexible and faster, as well as 

accompanied by risks. Hofstede (1980b) also found a correlation between large power-

distance and strong uncertainty avoidance. IND implies that people are taking care of 

themselves and their immediate families only, while in collectivism people have in-groups to 

look after and feel loyal to. MAS expresses the extent to which the dominant values of a 

society are “masculine” (assertiveness, materialism, not caring for others) or “feminine” 

(care for others, nurturing, interdependence, equality between sexes). Hofstede’s (1980b) 

idea of high masculinity was associated with assertiveness and dominance of men, 

performance orientation, value of independence, ambition, and competition, the “live in order 

to work” (p. 49) motto. Masculine-oriented countries are the United States and Germany; 

feminine-oriented countries are Sweden, Denmark, and Norway. 

Furthermore, Hofstede (1980b) conducted a large statistical analysis on national 

cultures twice over the period of six years (from 1967 to 1969 and from 1971 to 1973). A 

total of 116,000 surveys were gathered from the employees of one US-based multinational 

corporation from 40 countries in 20 languages. The author also administered another survey, 

with some of the same questions, to 400 managers from different public and private 

organizations that were taking courses in Switzerland. That survey’s results confirmed the 

previous study’s conclusions about the existence of four dimensions for differentiating 

national culture: power distance (PDI), uncertainty avoidance (UAI), individualism-

collectivism (IND), and masculinity-femininity (MAS). As a result of the four cultural 



 68

dimensions, Hofstede (1980b) constructed maps of the world by assigning an index value 

measuring each country per cultural dimension. Countries that had larger PDI also had higher 

collectivistic orientation, which the author attributed to national wealth. Societies that had 

strong UAI were also more aggressive and anxious. 

After constructing the national profile of the US, Hofstede (1980b) concluded that 

American motivation theories (those of David McClelland, Abraham Maslow, Frederick 

Herzberg, and Victor Vroom) reflected only the cultural environment in which they were 

created and thus did not absolutely apply for all national cultures. Furthermore, Hofstede 

(1980b) examined the practical outcomes of motivation theories and the creation of the 

movement for humanization of work, which has a direct connection with the present study. 

Leadership theories like those of Douglas McGregor, Rensis Likert, Robert Blake, Jane 

Mouton, Fred Fiedler’s contingency theory, and Peter Drucker’s MBO (management by 

objectives) were also positioned according to cultural relevance (e.g., MBO is good for more 

individualistic countries). Different existing models of organizational structure, like Weber’s 

bureaucracy or the matrix organizational model, were also evaluated in relation to cultural 

differences. The “Anglo-Saxon management method,” as Hofstede (1980b) named it, was not 

applicable to countries such as France or Germany. The conclusion was that the cultural 

differences of country values need not be ignored by management practices, especially in 

multicultural organizations. The latter conclusion has a connection with this study’s 

assumption that different motivation or leadership management practices, as well as different 

organizational structure designs, are some of the tools that, if used properly, can create a 

more humane and meaningful workplace for employees with different cultural backgrounds. 
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Further Research on the Dimension of Individualism/Collectivism (I/C) and Influencing 

Factors  

In today’s diverse society and in the reality of global markets, the people that create 

meaning bring to bear a blend of individualistic and collectivistic nuances arranged in 

different classifications: relations with the family, well-being, individual differences, 

relationships with in-group members, interactions, and conflict (Triandis, 1995a). The typical 

attributions people use are either collectivistic (to outside factors) or individualistic (to 

internal factors), and their personality patterns often correspond to their national culture. 

Thus, a closer look at the cultural dimensions of I and C and their factors presents a clearer 

picture of the cross-cultural literature and the types of national culture influencing peoples’ 

personality, values, perceptions, and behavior. 

Triandis (1995) outlined four universal characteristics of the cultural syndromes of 

individualism and collectivism: (1) “The definition of the self is interdependent in 

collectivism and independent in individualism…” (p. 43); (2) “Personal and communal goals 

are closely aligned in collectivism and not at all aligned in individualism” (p. 43); (3) 

individualistic cultures are guided by norms, duties, and obligations, whereas collectivistic 

cultures focus on personal needs, attitudes, and rights; and (4) the emphasis on relationships 

is typical for collectivistic cultures, whereas “the emphasis is on rational analysis of the 

advantages and disadvantages of maintaining a relationship” (p. 44) for individualistic 

cultures.  

According to Triandis (1995), some factors conductive of individualism and 

collectivism are tightness and looseness of cultures (the extent to which members of a culture 

agree on what is acceptable and unacceptable, behave according to the norms, or suffer 
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criticism for deviations). These factors, on the other hand, are influenced by the level of 

cultural homogeneity, the distribution of resources, the rate of change, density, choice 

variety, and the number of possible in-groups. The tightness of a culture occurs in 

homogeneous societies and usually prescribes normative behavior. Cultural looseness occurs 

in heterogeneous societies and provides multiple norms of what is proper behavior. 

Furthermore, Triandis (1995) indicated the attributes of individualism and collectivism as 

follows: self-perception (I’s have flattering self-perceptions, and C’s have realistic ones); 

attribution (I’s attribute to internal individual causes, and C’s attribute to external causes); 

identity and emotions (C’s base identity on the collective achievement and I’s on what they 

own as well as their experiences); cognition (C’s think about the group needs, and I’s about 

their own needs); motivation (C’s reflect adjustment by the needs of others, while I’s are 

driven by their own needs and rights); attitudes (C’s favor sociability, interdependence, and 

family integrity, whereas I’s seek hedonism, competition, and self-reliance); norms (C’s 

believe in equality of need and distribution); values (collective values are security, good 

social and personalized relationships, and individualistic values are individualism and self-

sufficiency); social behavior (C’s shift behavior more often based on context, treat out-group 

members more uniformly, and usually it is more difficult for C’s to deal with strangers); 

attitudes toward privacy (C’s tend to go deeper into their friends’ personal matters, whereas 

Is are very particular about keeping personal matters private); communication (I’s do not 

share personal belongings without permission, and C’s think that “what is mine is yours”); 

responsibility (in collectivism the group is responsible for the wrongdoing of a member); 

personality (VC tends toward self-reduction, and VI tends toward self-enhancement); and 
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professional behavior (C’s promote based on seniority and loyalty, whereas I’s promote 

based on personal attributes). 

Vertical and horizontal (V & H) individualism and collectivism (I & C). Triandis 

(1995) also differentiated various combinations of the four types of self: horizontal 

individualism (HI – independent/same); horizontal collectivism (HC – interdependent/same); 

vertical individualism (VI – independent/different), and vertical collectivism (VC – 

interdependent/different). In both cultural dimensions I and C, the vertical aspect has the 

sense of sacrificing for the common good and accepting equality. In contrast to this, the 

horizontal aspect values similarity. Triandis (1995) qualified VI as achievement-oriented, HC 

as cooperative, VC as dutiful, and HI as unique. On the extreme ends of the two dimensions 

the author placed the United States of America (VI) and India (VC).  

Organizational Development and Multicultural Perspectives 

A review of the multicultural perspectives and the types of national culture is 

warranted for the organizational development literature because of this study’s purpose of 

pursuing people’s different perspectives about an organizational development phenomenon 

such as the humane organization. This literature review also outlines those organizational 

characteristics that are viewed differently and, as such, create different workplace needs in 

employees from different national backgrounds. 

 Milliken and Martins (1996) conducted a research on diversity, idea generation, and 

creativity. They distinguished between two types of diversity: the salient type (observable 

attributes), which are ethnicity, nationality, gender, and age, as well as the underlying 

attributes such as cultural values, personality type, skill, and knowledge. Consequently, they 

created a model about the effects of diversity in organizational groups. The model divided 



 72

diversity into observable and underlying attributes, leading to short-term consequences, such 

as affective (satisfaction, commitment, work-related friction, identification with the group), 

cognitive (innovation, number and quality of ideas), symbolic, and communication-related 

effects. The long-term consequences are individual, group, and organizational. The results of 

this model demonstrate how cultural diversity is one of the influencing forces for people’s 

satisfaction and commitment to their organizations. A relevant future research 

recommendation of that study was the idea that the context (the type of organization) might 

affect whether differences (including cultural ones) are noticed and how they are reacted to. 

As Dimitrov (2005) reported in her literature review findings, Mendenhall, Punnett, 

and Ricks (1995) emphasized that structure is appropriate for organizational objectives, but 

objectives are usually based on predominant cultural values. In individualistic cultures, for 

example, organizations are accepted to be formal in structure though having different 

varieties of the hierarchy. The structure of the organization determines the flow of 

information as well as the control of people and resources (Mendenhall et al., 1995). 

Collectivistic cultures create more open space at the workplace, without seclusions and 

private areas, whereas individualistic cultures like to mark their own territories and make 

cubicles or separate offices, working behind closed doors for privacy. This emphasized once 

again how culture determines what kind an organization grows to be (Mendenhall et al., 

1995). For diminishing the negative influences of national culture on the organizational 

culture, Mendenhall et al. (1995) suggested: information orientation, attribution training, 

cultural awareness training, cognitive behavior orientation training, and experiential training. 

The cognitive behavior orientation training, specifically, is relevant for organizational 

settings where people have difficulties ascribing similar meanings to certain circumstances 
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(i.e., workplace meaning). Thus, by comparing their own cultural values with those of others, 

employees can build personal strategies for avoiding negative experiences that will impede 

their satisfaction at work. Sensitivity training (in the presence of experienced experts) can 

elicit personal information regarding people’s beliefs, values, and relational perceptions. 

Trainings, which involve emotional participation and action, are always more preferable and 

are considered more effective.  

In addition, Mendenhall et al. (1995) noticed that collectivistic cultures, for example, 

observe organizational norms and performance expectations because of cultural values and 

convictions (internal motivation), rather than because of external regulations. The authors 

mentioned an interesting fact about Japanese leadership, which uses the “amae” principal in 

leader-follower relationships, reflecting “the desire to depend upon the love and patience of 

others, or to presume another’s benevolence, or to bask in another’s indulgence, or to depend 

on another’s kindness” (p. 579). Such a principle is reported to be unacceptable in Western 

cultures, which may find it weak and even shameful. In relation to the present study, this 

principle can bring balance in hospitality for-profit organizational environments in the 

Western world striving for more humanness and attention toward people’s feelings, likes, 

dislikes, preferences, and spiritual comfort or discomfort. This principle can be used 

successfully in leader-follower relationships even in highly structured organizations in order 

to make top management’s style more relational and tolerant.  

Motivation and National Cultural Background  

 Iyengar and Lepper (1999) compiled a literature review of the studies associating 

choice, personal control, and autonomy with physical and psychological benefits like 

increased intrinsic motivation, life satisfaction, and health. The authors challenged the 
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“American assumption” by hypothesizing that other cultures may not find the provision of 

empowerment as valuable. This hypothesis seeks to indicate that collectivistic cultures might, 

in fact, prefer to submit the choice to others, depending on the existing psychological 

closeness. Thus, Iyengar and Lepper (1999) conducted two experimental studies with 

children, using Asian-American samples, who spoke their first languages and were not totally 

assimilated by the American culture. In the first study, the children had to make a choice of 

anagrams, and in a comparison with Anglo-American kids the Asian Americans scored 

significantly higher and displayed higher intrinsic motivation in a mom-choice condition. 

The opposite was observed with the personal choice condition. The results suggested that 

Asian cultures find significant others to be important for inclusion in the decision-making 

process. The latter also suggested that the relationship between the chooser and the person 

matters to a great extent, which led to a second study with fifth-grade students. Mathematical 

tests were conducted, as well as some logical games presented, featuring a spaceship design 

made by Anglo-American and Asian-American kids. The choice had to be made by the 

students themselves, by their own classmates (in-group others), or by 5th-graders from a 

different school (out-group others). The results confirmed the preference of Asian Americans 

to have choices made by relevant in-group others in order to promote harmony and belonging 

to the group. Less intrinsic motivation was displayed by both groups of students in out-group 

choice contexts than in personal choice contexts. The Anglo-American children consistently 

preferred to make choices by themselves, and the Asian-American children demonstrated 

how personal choice is less relevant for them. The authors found similar cultural differences 

to be important in rethinking classical social theories (like the attribution theory, for example 

Iyengar and Lepper (1999) suggested reconsideration of the boundaries between intrinsic and 
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extrinsic motivation. There are cultures that value interdependence, duty, and fate, rather than 

the classic American values of freedom of choice and independence. Because of this, the 

conventional theories of motivation (Herzberg et al., 1959; Maslow, 1943; McClelland, 

1953) need to become culturally specific, which is one of the building blocks of this study. 

Meaningful Work and National Culture 

Kuchinke, Dirani, Jason, Packard, and Shin (2004) discussed the perceptions of a 

meaningful workplace among a few nations (China, Germany, Korea, Lebanon, and the 

United States). The authors started with a conceptual framework and a description of the 

meaning of work that is linked closely to other constructs such as work satisfaction, 

motivation, identity, extra-role behavior, career planning, and succession. It was noted that 

the concept is linked to the meaning of self and life, as well as to the spirituality 

philosophical movements. The authors used Ruiz-Quintanilla and Wilpert’s (1991) five 

components of meaning of work: subjective work, motivation for work, work centrality, 

work norms, and dominant work roles. The method was based on a literature review in the 

social sciences and humanities. The process was inductive since each author wrote about 

his/her own experiences of work in their native country: 

Meaning of work, for this study, is defined as a comprehensive and enduring personal 
orientation resulting from personality variables and responding to societal, economic, 
historical, and technological factors that provide the range of available work 
arrangements in a given culture or country. (Kuchinke et al., 2004, p. 2)  
 
In China, the meaning of work was classified as complex because it was influenced 

by both Eastern cultural values and Western beliefs. The traditional Chinese Confucian 

values of collectivism, socialism, harmony, relationships, reciprocity, group orientation, and 

consensus shape the understanding of work. Maintaining good work relationships is the 

major incentive (even greater than economic rewards) at the workplace. Work and leisure 
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exist as separate concepts, and work’s purpose is primarily for securing the family’s well-

being. In China, both sexes are equally involved in working and parenting responsibilities. 

The new generations are more accepting of the Western values and pay more attention to 

individual achievement and personal growth, which still remain blended with the traditional 

values of personal harmony and social relationships.  

In Germany, as the authors reinforced, the work atmosphere is well-known for short 

workweeks, long vacations, highly paid labor, and strong unions. The traditional notion of 

work is described as a duty to the state and the profession. Work is bound by strict 

regulations, behavior codes, professional rules, as well as division between work and family. 

The level of mobility between careers is very limited. The Meaning of Work International 

Research Team’s (1987) study identified the following work goals for the German 

population: good pay, job security, interesting work, good interpersonal relationships, and 

low levels of learning interests. Careers for women are limited because of the high cost of the 

mandated employer-paid maternity leaves, childcare, and family-leave provisions. 

In Korea, “people think that work is something more than mere activity for 

gratification of physical and economic needs. It has social, moral, and psychological 

significance” (Kuchinke et al., 2004, p. 6). However, there are distinctive generational 

differences. For younger generations the most important reasons for working are recognition 

and self-realization, whereas for previous generations they are duty to society and family 

obligations. The traditional Korean workplace is hierarchical. However, this view changes 

with time, so that young generations do not interpret work only in terms of providing 

economic subsistence. They believe work exists in order to create quality of life, self-
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actualization, and meaning. Thus, leisure time does not get easily sacrificed because now it is 

part of the meaning equation.  

In Lebanon, although 70% of the population is Muslim, Islam does not play a very 

large role in the shaping of cultural values. Lebanon is big on power distance and uncertainty 

avoidance, in Hofstede’s work-related values. The social structure is a closely knit and 

patriarchal one. The lack of independence in the family is translated to the work atmosphere, 

where people show little initiative and independent decision-making. Superiors are respected. 

People display loyalty for the family, but not so much for the company or the nation. 

In the United States of America, “what you do is who you are” and that is the reason 

people identify themselves through work. Job mobility is very frequent and is influenced by 

job satisfaction. Americans work for economic reasons, as well as for status and worth. 

Kuchinke et al. (2004) listed Chalofsky’s (2003a) meaningful work model as a good 

equivalent of the US meaning-of-work definition: the quality of the work itself, the sense of 

self, and the balance between self, personal life, and work. At the beginning it started with 

the Anglo-Protestant work ethic, where it was godly to work more. Later, the Jewish, Indian, 

and Chinese perspectives were added, in which work brings prosperity and success. 

Kuchinke et al. (2004) called the American hard-work model “individualistic meritocracy” 

because it made heroes only of those who succeed through hard work alone. The Globe 

International study from 2004 indicated how Americans’ motivation increases when choices 

are made available. The authors did not underestimate the pluralism in the diverse American 

society either. As a whole, they concluded that to understand the perceptions of meaningful 

work in different nations is a process requiring knowledge in both present and historical 

perspectives. It is also a process influenced by economical and social factors such as 
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diversity and work performance. It is a process permitting alternative meanings held by each 

individual. The latter picture, of what the meaning of work represents in the USA, is crucial 

for understanding the perceptions of hospitality workers about the humane organization in 

the present case study. 

In 2007 Kuchinke, Ardichvili, Borchert, and Rozanski presented another cross-

cultural study on the meaning-of-work concept, exploring major constructs from the MOW 

project in Germany, Poland, and Russia. In Russia, data were collected earlier for a different 

project (Ardichvili, 2005). The population of the study was defined as professional-level 

employees in manufacturing and service industries, with a minimum of five years of work 

experience and a minimum education of Bachelor’s degree or comparable. The volunteer 

sample had a total of 602 usable responses. Survey items were taken from the MOW (1987) 

project and measured work centrality, work outcomes, work role identification, career, and 

job satisfaction. The instrument was translated into each corresponding language. Pilot tests 

were conducted and the results used to finalize the instrument. To answer the first three 

research questions, those addressing country-level differences in work centrality, valued 

work outcomes, and work role identification, separate ANOVA and ANCOVA analyses were 

conducted. The fourth research question, examining the relationship between job, career 

satisfaction, and the meaning of work, used a step-wise regression model. The results 

demonstrated higher levels of work centrality among Polish and German respondents, who 

also indicated a stronger preference for continuing to work even if the monetary necessity 

was removed. Family involvement ranked lower in Germany, whereas community 

involvement was much lower in Russia, compared with the other two countries. Social status 

was of higher importance among Polish respondents. Germans demonstrated similar levels of 
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job and career satisfaction. Polish respondents indicated lower levels of satisfaction with 

their job compared with satisfaction with their career. Russian respondents indicated low 

levels of career satisfaction and moderate levels of job satisfaction. Future research questions 

from this project entailed the professional affiliation of participants and further expansion of 

the study in other countries from Western, Central, and Eastern Europe. 

Humane Characteristics of National Culture  

The present study considered GLOBE’s research on the humane orientation of 

cultures (Jovidan et al., 2006) for exploring participants’ perceptions about the meaning of 

the humane organization. The Global Leadership and Organizational Behavior Effectiveness 

(GLOBE) is a research program used to provide basis for conceptualizing worldwide 

leadership differences. Jovidan, Dorfman, Sully de Luque, and House (2006) used a 

hypothetical case of an American executive in charge of four similar teams (Brazil, France, 

Egypt, and China) in order to provide an action-oriented and context-specific advice 

congruent with GLOBE’s findings, for successful interaction with employees from different 

cultures. Their study informed the purpose of the present study with a description of 

GLOBE’s classification of national cultures in terms of their humane orientation (a 

dimension new to cross-cultural studies). This dimension includes the extent to which 

individuals are encouraged “for being fair, altruistic, generous, caring, and kind to others” (p. 

69). The latter suggests that depending on their cultural background participants will exhibit 

values for altruism, fairness, or care for others to a different extent. 

Summary of Multicultural Perspectives 

As Chung (1998) and Freeman (2004) suggested, there is a culturally diverse pool of 

people that constitutes hospitality organizations. Thus, the question becomes more specific: 
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How can these employers (hospitality organizations) be sufficiently humane as to provide a 

meaningful workplace by more closely matching the needs of employees from different 

cultural backgrounds? The MOW research study from 1987, as well as Kuchinke et al.’s 

(2004) work, came closest to the research combination proposed here by examining the 

meaning-of-work structure and its interpretations in different countries. Describing the 

characteristics of dimensions and syndromes differentiating cultures (Hofstede, 1980b; 

Triandis, 1995a; Triandis, 2000; Trompenaars & Hamptden-Turner, 1998) provided 

information that can assist in creating meaningful training opportunities for employees, as 

well as in helping organizations better understand human needs. Foundational are Hofstede’s 

(1980b) and Triandis’ (1995a) efforts of measuring individualism and collectivism as one of 

the most popular cultural syndrome in the cross-cultural literature (Triandis, 2000). The 

existence of allocentrics among individualistic cultural representatives and idiocentrics 

among collectivistic cultural representatives is an interesting denotation (Triandis et al., 

1990) for the present study, which explored employees’ perceptions about the humane 

organization according to the variety of national cultural values they hold. However, no 

research was found to examine that unique relationship in the hospitality industry. Moreover, 

no cross-cultural study is available to expand on the concept of the humane organization 

outlined by Chalofsky (2008) and Chalofsky et al. (2003). Through its exploratory nature, 

this study will attempt to launch the research journey on the path of filling in the gaps in the 

existing literature. 

The Hospitality Business 

 The following section has the purpose of summarizing the main characteristics of 

hospitality as a type of work and to trace any meaningful workplace-related inquiries into 
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national cultural perspective that have been made in the scholarly literature about this 

industry. Because, earlier, the concept of the humane organization (Chalofsky, 2008) was not 

found to have been explored at all in the organizational behavior or management literature, 

the present study was looking for any predecessor concepts studied in the hospitality 

business, such as meaningful work, meaningful workplace, and work-life balance. 

Features of the Service Industries 

Schleisinger and Heskett (2000) discussed the past industrial model of service 

industries that followed the principle of mass-production during the last 40 years. The new 

model of service includes value investments in people, training opportunities not only for 

executives but for all staff levels, and technology to support people’s work effort instead of 

just to monitor and replace it. Schleisinger and Heskett (2000) expressed their concern about 

the fact that, with 42% of US workers involved in the service sector and the changes of the 

demographic consistency of the workforce, the service work became a career for many. Thus, 

the accepted long-hour shifts, low wages, and dead-end career paths for temporary young 

workers and students in the past has become the only workplace some adults see in their 

lifetime. The authors blamed the old industrial model, which created narrow jobs that treated 

people like machines by providing them with a small selection of easy responsibilities that do 

not require personal judgment. The “cycle-of-failure model” led to the increase of turnover 

that costs much more than the effort to treat people well (Schleisinger & Heskett, 2000). 

Hospitality companies with thoughtful HRM become customer oriented by supporting the 

frontline service worker’s efforts through new job definitions and competitive compensation 

policies (Schleisinger & Heskett, 2000). The new service management model does not 

require direction, sanction, and correction but coaching, developing, and mentoring of the 
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back-of-the-house workers to spend as much time as possible in guest satisfaction. The new 

service sector workers are thinking, competent, and committed individuals, who “like 

everyone else come to the workplace with a wide verity of attitudes, assumptions, and 

expectations" (p. 78). The need now is to conduct a study, such as the present one, which will 

attempt to uncover service professionals’ perceptions about what motivates them to stay in 

the service environment. 

Furthermore, Schneider and Bowen (1993) discussed the specific feature of service 

industries to provide the service face-to-face with the customer, for which reason the latter 

also experiences the organizational climate (routines and behaviors) simultaneously with the 

employee. The authors called this phenomenon a psychological closeness between customer 

and employee. Thus, the key to managing customers’ experiences, which is the number one 

priority for hospitality organizations, is to manage employees’ experiences. The way to do so 

is through HRM techniques like work facilitation, supervision, organizational career 

facilitation, organizational status, and new employee socialization (Schneider & Bowen, 

1993). The authors reasoned that the degree to which employees believe their work is 

facilitated and meaningful yields the most consistent information about the customer 

experiences. Schneider and Bowen (1993) conducted a quantitative study in order to replicate 

their previous conclusions about the relationship between employee perceptions of HRM 

practices and customer perceptions of service quality. “In other words, a positive work 

experience for employees should be reflected in a positive service experience for customers.” 

(p. 41). The authors used employee and customer surveys as a data-gathering method for 

their study. They obtained a set of customer-employee responses for each of the 26 assessed 

branches and correlated the two sets of responses. The authors also reached a conclusion that 
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“the degree to which employees believe their work is facilitated yields the most consistent 

information about customer experiences” (Schneider & Bowen, 1993, p. 42). Managers of 

service organizations have to create two climates: “a climate for service and a climate for 

employee well-being” through “quality HRM practices” (p. 43). The connection with the 

present study is that the importance of providing a meaningful workplace for hospitality 

employees stems from the main goal of hospitality business—to provide quality experience 

for the external customer. 

In addition, Schneider and Bowen (1993) conducted a qualitative study to find out 

what the elements of a passion for service were. They identified a broad range of facets of 

organizational activity and correlated them with their understanding of service passion, based 

on employee comments about the organizational service orientation. The authors concluded 

that organizations striving for service passion in their employees needed to concentrate on 

several facets of the work environment: courtesy and competency; utility and security; 

adequate staff; and employee morale and branch administration. The authors gave examples 

of several service organizations (among which were the hospitality chains Four Seasons 

Hotels and Marriott International) that have established service-oriented selection, training, 

and compensation practices for their employees.  

 Emotional labor in the service sector. Macdonald and Sirianni (1996) talked about 

the quality of emotional labor typical for service work, “meaning the conscious manipulation 

of the workers’ self-perception either to display feeling state and/or to create feeling states in 

others” (p. 3). The authors discussed the need for “inhabiting the job”―bringing one’s whole 

self into the job, as well as genuinely liking and caring about the people one interacts with. 

The dangers for employees are the emotional burnout and the inability to stop emotional 
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production at the end of the day. The emotional labor can even lead to blurring of the true 

personality with the on-the-job self of service workers. The latter two (burnout and blurred 

personality) happen when workers strongly identify with their jobs. Because most of these 

workers perform an emotional act, employers and managers need to provide management of 

feelings and emotions. Thus, when a private internal act is converted into a public act 

following guidelines, employees’ well-being is affected negatively. A way to decrease that 

negative experience is Hochschild’s (1983) suggestion for less emotional management, i.e., 

giving employees more flexibility, more autonomy, and fewer restrictions in their interaction 

with the clients. Another method is self-monitoring of emotional behavior where high self-

monitors are highly sensitive to what is expected of them and low self-monitors are less 

attentive. Furthermore, workers who are more involved in their jobs are expected to suffer 

more than those who are less involved. 

Bringing one’s emotions to work depends not only on the nature of the work but also 

on the characteristics of the person. Personal traits are crucial for one’s suitability for work 

within the service sector, and that is why Macdonald and Sirianni (1996) thought the service 

sector was continuing to stratify. The authors even alluded to methods of selection for service 

jobs by using personality or other demographic characteristics of the worker. Macdonald and 

Sirianni (1996) brought to the table gender, marital status, and other individual characteristics 

that are very often influenced by cultural upbringing. In spite of the dangers of negative 

stereotyping, emotional laborers still displayed higher job satisfaction, with job autonomy 

playing a significant role in the degree of satisfaction. In addition, Macdonald and Sirianni 

(1996) gave a demographic profile of the service sector – “stratified workforce in which 

more part-time and contingent jobs are filled predominantly by women, minorities, and 
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workers without college degrees” (p. 16). On the other side of the spectrum are highly 

educated managerial employees who also have little attachment to employers, because of the 

ease with which they can move from one well-paying job to another. The conclusion that 

Macdonald and Sirianni (1996) offered is that service jobs require a different type of labor 

that carries unique features and consequences for the worker. The present study takes that 

recommendation into consideration with the additional notion that those unique features of 

the hospitality labor force are often culturally determined. And here we find the connection 

with the goal of exploring employees’ perceptions of the humane organization in the 

hospitality business. 

Hochschild’s (1983) work is major in the field of the service industries with its 

discussion of intensive emotional labor, as well as the costs and benefits of managing 

emotions at work and in private life. The author defined her understanding of a feeling, “like 

emotion, as a sense, like a sense of hearing or sight…Like the sense of hearing, emotion 

communicates information…from feeling we discover our own viewpoint of the world” (p. 

17). She believed that in trying to manage feelings, we create them. We put feelings in a 

social form, called gift exchange, for the common good. Hochschild (1983) compared the 

latter activity in our community lives to work, where we manage our emotions and sell them 

as a service to someone else. The author was also interested in finding out what happens 

when people manage emotions through company manuals instead of private negotiations. 

She thought that gender and social class help the skill of managing expressions and emotions, 

as well as assist in using human feelings commercially. Middle- and upper-class people, as 

well as working women, tend to work more with people. The big demand is for “natural 

feelings.” However, the service culture urges the development of the exact opposite—
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feelings as instruments. In this relation, the author spoke about surface acting (we deceive 

others about what we really feel, when the body is the main actor, not the soul) and deep 

acting (deceiving oneself as much as deceiving others about our real feelings, when the actor 

believes that the imagined happening is real at that moment). The involvement of institutions 

in that process brings the replacement of individual emotions with organizational 

mechanisms. When deep and surface acting occur in an organizational setting, the human 

feelings become a money-making resource to the organization. The danger of phoniness and 

loss of self-esteem arises among service workers. The need for redefining the job and the 

meaning of work reappears. The self-protective reaction is to divide personality from the job 

with the risk of the job becoming smaller and less pleasurable.  

According to Hochschild (1983), there are three types of danger from emotional 

labor: 1) when the worker does not separate self from work and eventually burns out, which 

also leads to inefficiency and distance from the customer; 2) when the worker clearly 

distinguishes self from job but blames the self for being phony; and 3) when the worker 

distinguishes self from act and does not blame the self but can eventually become cynical 

(also called emotional numbness). If the worker had more control over the conditions of 

work, the above-mentioned dangers could all be prevented (Hochschild, 1983). Today’s 

society values more and more unmanaged and genuine feelings versus acts because the 

service society makes these goods scarce. Today’s culture produces more and more “false 

selves”―either altruists or narcissists, whereas the organizational objective is to employ 

more of the true selves at work as company assets. The company changes the way people 

interpret their own feelings to the extent that one loses touch with one’s own real feelings. 

Service organizations are made to mass-produce feelings, smiles, and attitudes. However, 
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there is still room for employees to find themselves and to determine their own boundaries of 

mixing work roles with genuineness. In this sense, the question of this case study, What is a 

humane service organization, remains very relevant. 

Glynn and Barnes (1995) also touched upon emotional labor, and more specifically, on the 

notion of “deep acting” – “trying to psyche oneself into experiencing the emotion that one 

wishes to display” (p. 214). Thus, selecting the right personality employee, who fits the 

nature of the operation as well as the needs and expectations of customers, should be a major 

focus of the service sector’s job design. Furthermore, Glynn and Barnes (1995) supported the 

conviction that in service industries customers should come second after the employee, 

because only after experiencing what is primary could employees learn how to treat 

customers first. The authors paid special attention to the high-contact employees, whom they 

called “customer contact personnel,” and described them as “members of a cast, playing roles 

as actors in a drama, and supported by a back-stage production team…Actors need training, 

coaching, and direction. So do employees” (p. 212). In addition, the authors discussed a very 

interesting phenomenon called “the cycle of mediocrity,” where organizations do not care to 

insert incentives for improved performance. The lack of incentives and the minimal 

allowances for initiative and flexibility lead to a dull and boring job experience. However, at 

the same time, if such a job is well paid and secure, it is nevertheless difficult for employees 

to leave, so they become stranded in a state of mediocrity, where no creativity thrives but 

rather a peaceful living is satisfactory. A suggested HR technique is to evaluate the nature 

and structure of the organization in order to determine how much empowerment 

(commitment or involvement orientation) is needed for what type of employees (because it is 
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not in everybody’s liking to be empowered, which is a feature dependent on national cultural 

belonging). 

Relevant Issues in the Hospitality Sector 

O’Neill, Beauvais, and Scholl (2004) conducted an empirical study to understand the 

links between sources of macroculture and managers’ perceptions of the importance of 

various strategic issues. The study involved questionnaires administered to 1,900 managers 

and other hotel executives from hotels geographically spread throughout North America. The 

331 general managers’ (GM) responses, from a pilot study, were analyzed via hierarchical 

regression of the three most important strategic issues in the lodging industry (service, 

financial growth, and property growth) and macrocultural sources of the lodging industry 

such as professional journals, associations, conferences, and previous employment 

experiences. The results indicated that both executives and general managers had a similar 

perception of the strategic importance of service issues. GMs that were employed by a larger 

number of competitive hotel companies seemed to stress the importance of the strategic 

growth factor the most. O’Neill et al. (2004) concluded that the hospitality industry’s culture 

could be an important force able to cloud management’s thinking and, vice versa, managers 

were also able to influence the culture through their participation in macrocultural sources. 

The pervasive cultural norms of the hospitality industry were identified as a specific 

characteristic of the sector. Thus, the recommendation was for managers to examine trends 

directly from the environment.  

Chappel (2002) emphasized the specifics of the hospitality business as a service 

industry and adapted a quality model called SERVQUAL, which outlined the essence of 

tangible realities, the responsiveness of employees to customer needs, the assurance of 
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knowledge and courtesy, and empathy, caring, and personalized attention toward the 

customer. In that relation, Jeong and Oh (1998) discussed the value of Quality Functional 

Deployments (QFD) in the hospitality industry. Their framework represented a house-shaped 

model of quality and showed potential for improving hospitality services, customer 

satisfaction, and customer retention. In relation to the present study, the QFD could be used 

as an efficient HRD system for designing services with focus, not only on the external 

customer’s needs, but also on the internal employee requirements. 

Furthermore, O’Neill, Beauvais, and Scholl (2001) presented the concept of 

“cosmopolis”― an organizational type rich in both structural and cultural elements that could 

influence employees’ behavior. In the cosmopolis type of hospitality organization, structure 

and standardization take care of a consistent product delivery, whereas a strong 

organizational culture is necessary in a variety of different contexts in which a decision has 

to be taken immediately and structure is insufficient. For example, structure, standards, and 

specific training cannot always instruct a room attendant how to make an impression in 

various encounters with the guest, but her emergence in a culture espousing quick and 

personable service will intuitively show her the correct behavior. 

On the other hand, Demody and Holloway (1998) were concerned that recruitment 

and retention of entry-level managers was a long-time problem for hospitality organizations 

because of fast burnout and consequently high turnover. The authors created a framework for 

hospitality management recruitment and retention called a management-career package. They 

gathered a focus group of eight human resource managers from major hotel corporations and 

encouraged a discussion for recruitment and retention ideas. The results of the six 

participating professionals’ interviews yielded three major obstacles for retention of hotel 
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managers: low pay, hard work, and long and irregular hours. Furthermore, Demody and 

Holloway (1998) uncovered how young and educated hotel managers become disillusioned 

with the industry for the slow progression of their career. The recommendations for a 

management career package that would alleviate these problems were: aggressive promotion 

of training opportunities; increased contact with executives for creating mentoring 

relationships; awards and recognition; acceptance into the management culture; and 

recognizing the importance of families and their needs. 

Stalcup and Pearson (2001) developed a model of the cause for management turnover 

in cases of breakdown of the employee-employer relationship. They collected data from a 

survey of hotel general managers, a qualitative study of industry experts (professors and 

practitioners), and interviews with hotel managers who had left the industry. The results 

indicated voluntary and involuntary causes of turnover in hospitality. The voluntary ones 

reflected what negative circumstances hospitality organizations have not been able to resolve 

for their management employees: employee-employer conflicts and differences in values for 

appropriate management styles; problematic personal relationships with peers; undesirable or 

unethical duties; unfair treatment; economic uncertainty; interference of job requirements 

with personal life; limited career opportunities; and inadequate remuneration and benefits. 

The most important causes of hospitality management turnover were inadequate financial 

and career advancement. In addition, the content analysis of the experts’ opinions revealed 

two very popular turnover causes in the face of the “overly harsh” management style and the 

rather profit-oriented company culture. 

 In relation to the above-outlined communication problems between employees and 

managers, Brownell (1990) conducted an exploratory study about the characteristics of those 
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managers who are perceived by their subordinates as having effective or ineffective listening 

skills. The author used the six-component Hurier model, suggesting that even though the 

elements of the listening process are interrelated, they can be approached as separate skill 

areas. One hundred and forty-four middle managers and 827 of their subordinates returned 

usable questionnaires from the six hospitality organizations that were involved in the study. 

Managers were asked to indicate on a 7-point scale the degree to which they believed they 

responded to each of the 26 questions. Responses were analyzed and profiles of “good” and 

“poor” listeners were developed. The author made the following conclusions: a greater 

percent of women managers are perceived as better listeners than men; managers over 45 are 

given lower ratings than younger managers; managers that were in their positions a lesser 

amount of time tended to be better listeners; managers who had not attended trainings on 

listening skills were perceived as worse listeners. Brownell (1990) even tied the results to the 

satisfaction of employees at work. Satisfaction with the job was one of the factors for shaping 

employees’ perceptions of their managers. Those employees who were dissatisfied reported 

their managers to have poor listening skills. As seen above, the demographic characteristics 

(with the exception of cultural background), the professional experience, and the training 

preparation of managers are considered variables influencing listening skills. A future 

recommendation is to consider how the national culture of leaders and subordinates 

influences their characteristics as good leaders, hence the satisfaction of their employees with 

the workplace. The connection with the present study would be to see how the listening skills 

of managers affect employees’ perceptions of their leadership and consequently of the work 

environment in a hospitality setting. 
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 Bai, Brewer, Sammons, and Swerdlow (2006) made a case study on employee 

attitudes about job satisfaction in a Las Vegas hotel/casino. The authors considered job 

satisfaction and organizational commitment extremely important for the hotel business 

because of the essential role of service quality on the successful performance of hotels. A 

survey was conducted among 1,560 employees about organizational commitment, job 

satisfaction, internal service quality, and demographics, with a 55% return rate. The results of 

a multiple regression analysis demonstrated that the majority of employees were not 

committed to the company, and that older employees and managers were more committed. 

The importance of job satisfaction and internal service quality for organizational 

commitment was confirmed. To increase commitment and engagement among their 

employees, hospitality organizations were recommended to focus strategically on workforce 

satisfaction through effective communication, recognition, fair assessment, and advancement 

opportunities. The latter statement necessitates the present study, whose purpose is to 

discover more about what makes different hospitality employees contented with their 

workplace.  

As far as the effort to increase job satisfaction in the hotel workplace, Cho and Edem 

(2006) examined the impact of employee relations programs (ERP) on the organizational 

performance of hospitality organizations. They used four items in order to measure employee 

relations that represent organizational governance for fair and consistent treatment of 

employees: formal complaint resolution programs, participation programs, attitude surveys, 

and suggestion systems. Organizational performance was tracked via employee turnover 

levels, labor productivity, and revenue per available room (RevPAR). The results of a 

multiple regression analysis of 106 self-administered questionnaires indicated that a 
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suggestion program significantly predicted turnover for the studied management employee 

group and that formal participation programs were positively related to RevPAR for both the 

management and non-management groups. The authors predicted that hospitality employees 

would not leave their companies if they had more liberty to provide suggestions or if the 

organizations acted on these suggestions. Participation programs, on the other hand, satisfy 

employees’ self-esteem by providing intrinsic rewards.  

Diversity and National Culture in Hospitality 

 Mok (2002) stated that, because of outdated management systems and organizational 

policies, it very often happens that “we may see a mismatch between what a company offers 

and what people want… Today’s workforce doesn’t look or act like the workforce of the 

past, nor does it hold the same values, have the same experience or pursue the same needs 

and wants.” (p. 213). This statement dovetails with the purpose of the present research to 

explore the speedily growing diversity in the hospitality industry. In describing diversity, the 

author explained how the interaction of primary and secondary dimensions of diversity adds 

to the complexity of how people perceive themselves and the world, as well as what their 

behavior and priorities are. The importance of staffing hospitality organizations with 

multicultural and multilingual employees lies in the need for conducting this case study, 

which has the purpose to understand employees’ values and needs better. The Pannell Kerr 

Foster (PKF) Consulting survey of human resources issues in the hospitality industry from 

1996 showed that from 535 surveyed hotels in the US, the average hotel had more than five 

representing nationalities in their staff, 50% had more than four nationalities, and 23% of the 

surveyed employees spoke English as a second language. These findings demonstrated how 

the job of balancing the variety of customs, traditions, and values is a challenge for 
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hospitality managers (Quek, 1997). Still, numerous studies (Darmon, 1990) showed how 

improvement of diversity management decreased employee turnover and absenteeism 

figures, besides improving on satisfaction and loyalty. Some of the best practices for 

successful diversity management consist in regularly training the leadership about cultural 

awareness, as well as creating a whole environment that fosters diversity practices. The 

environment is the workplace. The challenge is how to make it meaningful to every 

employee. In this relation, Mok (2002) made an overview of Marriott International and the 

contrast they present to the traditional model of human resources management through their 

dedication to diversity and to improvement of the quality of worklife for employees. The 

author criticized the traditional models for minimizing diversity, for hiring from traditional 

and well-known sources, for socialization and training that produce uniformity of thinking 

and behavior, for a centralization and bureaucratic management approach, and for a lack of 

empowerment for supervisors and managers.  

Concerning culture Mok (2002) said, “In international hospitality settings the server 

and the served bring to the service encounter their own cultural identities that may affect 

their attitudes to service provision and the public display of emotion.” (p. 227). Cultural 

identity was defined as the common language, religion, race, and national homeland people 

share which makes them spend time and activities together as a group. Cultural differences 

are important in the service expectation of customers and the perception of the service role of 

employees. Low- and high-context cultural research, as well as individualistic and 

collectivistic cultural issues, were mentioned in order to make the contrast between different 

perceptions of time and service quality. An interesting part of the hospitality industry is the 

service encounter in which the type of emotional labor should correspond to the cultural type 
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of customers visiting a certain hospitality establishment. In relation to the differing display 

and acceptability of a variety of emotional behaviors, the human resource management tactic 

recommended is to keep the cultural presence of the host destination unchanged because it is 

the basis of the tourist charm, and should not be homogenized by training employees in 

different behavioral styles. In addition, Chappel (2002) talked about how different situations 

foster different uses of “ritualized formality closed behavior” or “boundary open” joking and 

friendly behavior with the customer. The role of culture was suggested as important in the 

choice of this type of service because, for example, high-context-culture guests would not 

engage in an informal type of service by low-context-culture employees. 

Using the cultural classifications of Hofstede (1980a, 1980b, 1997) and Triandis 

(1995) that individualistic cultures have a more internal locus of control (LOC) and 

collectivistic ones have a more external LOC, inferences could be made regarding the role of 

cultural diversity in the hospitality business (Mulvaney et al., 2007). It was also reported by 

Mulvaney at al. (2007) that individuals with external LOC experience a higher level of job 

dissatisfaction in relation to work-family conflict (WFC) than individuals with internal LOC. 

This could also be related to cultural differences in family perceptions: collectivistic cultures 

perceive the family as a part of their collective in-group and value closeness with the family 

more than status, professional success, and remuneration (Triandis et al., 1990). In addition, 

the whole pattern of leisure and travel for people with different cultural backgrounds would 

be affected due to the current environmental, ecological, and ethical trends, as individuals 

would not be able to act selfishly, and would conduct all their choices of leisure and travel 

depending on natural resources availability and diversity-mindedness (Godbey, 2000). 



 96

Kim (2006) emphasized the importance of effective diversity management in 

hospitality firms with respect to attraction, recruitment, selection, retention, and 

development. The national and international trends for geographic dispersion of 

organizations and free movement of labor across country boundaries, combined with the 

increased importance of the service sector (especially the higher levels of tourism), requires 

increased competencies in cross-cultural management. If hospitality leaders do not recognize 

the importance of diversity and the diverse perspectives of employees from various cultures, 

the business will not stay competitive due to loss of valuable talent and lower creativity 

levels (Kim, 2006). The author was adamant about the strategic importance of diversity 

management in contemporary hospitality organizations. These organizations need a corporate 

mission, changed policies, and relevant management skills about diversity. The benefits from 

developing the latter include improved growth, enhanced company image, retention of 

valuable human resources, and higher generation of new ideas. If the tendency for 

organizations to press new employees to assimilate with the existing organizational culture 

continues, employees with different cultural norms may feel distant and leave. To achieve the 

state of successful diversity management, Kim (2006) turned to the learning-and-

effectiveness paradigm that leads organizations to learning and growing based on employee 

diversity. The author announced this paradigm as the most relevant to the contemporary 

market conditions and a step up from the latest access-legitimacy paradigm, which only 

values diversity. Kim (2006) recommended Kolb’s Learning Cycle (1984) in order to change 

the existing negative attitudes and behaviors toward diversity in the hospitality industry. The 

KLC changes the organizational culture through building a learning organization by 

following the four cyclical stages: concrete experience (recognition of different cultural 
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experiences), reflective observation (recognition of different behavior patterns), abstract 

conceptualization (recognition of different cognitive frameworks of people from different 

cultures), and active experimentation (correct diagnosis of cross-cultural situations and 

appropriate response). 

Cross-cultural differences in hospitality.  D’Annunzio-Green (2002) conducted an 

experimental study highlighting the challenges arising from cross-cultural differences 

between Eastern and Western management expectations within the Russian hotel industry. 

The author described in detail the particularities of the Russian economy and political 

situation, as well as all cultural value differences that influence the management styles in the 

hospitality industry there. The method of the study involved in-depth interviews with a 

sample size of 17 expatriate managers working in 5 multinational hotels in Moscow and St. 

Petersburg. Interviews were conducted between April and June of 2000. The criteria for 

participating holes included: five-star rating, multinational hotels with foreign interest, joint 

venture or strategic alliance, and franchise or partial ownership hotels. Initially, 25 expatriate 

managers were contacted by the author, of whom 14 responded and then a snowball effect 

added another 3 interviews. The author used a thematic analysis approach for encoding data. 

Validity of data were ensured by verification with the participants, as well as allowing key 

representatives to read the final report. As a result of the study the author differentiated a 

Russian, a US, and a global model of organizational culture and management. The research 

showed that Western management practices could not be applied uniformly due to the 

difference in the cultural and organizational working environments (D’Annunzio-Green, 

2002). These different environments were characterized by predominance of home country 

attitudes and working practices in the US model, host country attitudes and values in the 
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Russian model, and an attempt for synergy between the two in the global model. The 

author’s conclusion was that there is a need to develop a better understanding of the cultural 

differences in order to effectively manage people in the hospitality industry. This is not only 

a recommendation for future research, but also a direct link with the necessity of the research 

study intended here. 

Work-Family Relationships in Hospitality  

In studying family leisure barriers back in 1987, Godbey and Crawford were the ones 

to point out how family relationships are culturally determined. Thus, choice and even 

availability of leisure activities are determined by the relationship with national cultural 

values. The authors created a model of the barriers for family leisure participation, clustering 

them in three general categories. All of those barriers, internal or intrapersonal (extent of 

interest, perception of appropriateness, levels of skill, locus of control, depression, and other 

psychological states), external or structural (family financial resources, family life-cycle 

stages, work schedule, knowledge and availability of opportunity), as well as interpersonal 

(spousal relationships within the family, cultural sex roles, influence of extended family 

members, and socialization levels with other people) are, in a way, influenced by the national 

cultural belonging of the family. Godbey and Crawford’s (1987) model positioned the 

relationships between work, culture, family, and leisure in a more comprehensive context for 

the purposes of the current literature review. 

Boles and Bobin (1996) tested a model using work-family conflict as a mediator of 

the stress-job satisfaction, as well as the role ambiguity–job satisfaction relationship. Their 

empirical study of frontline service providers proved the major hypotheses and emphasized 

that the professional occupation plays a significant role in the above-mentioned equation. In 
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this relation, Judy Brownell conducted a literature review in 1998 about men and women in 

the hospitality industry that summarized the challenges they have gone through in striving to 

develop their careers while maintaining work-life balance. The author discussed how the 

advancement aspiration in this business is a guarantee for imbalance, accompanied by the 

very characteristics of the hospitality business: to be servers of other people’s needs, to be 

available 24/7, to ignore their personal circumstances and emotional states, instead engaging 

those of the client. Another feature of the business is the preference for face-time (to be 

personally with the customer to provide the best and most personable service) that prevents 

the existence of work-life balance in this industry (Brownell, 1998). The job is characterized 

by a high level of uncertainty, stress, and long and unpredictable work-hours. “In addition, 

hospitality environments can be characterized as ‘sexualized’” (Brownell, 1998, p. 111). 

Another challenging face of the business is the high “emotional labor” and emotionality 

display. Other features are the frequent relocations (because of the globalization of the 

tourism business that require moving the whole family overseas) and the experiences of 

cultural shock (Brownell, 1998). 

The author summarized the innovations that can create work/family balance and gave 

examples of successful hospitality organizations that actively acknowledge the need of their 

employees to have a work/life balance. She went over current trends like globalization, 

diversity, and technology with suggestions for how educators and practitioners might work 

together to help employees in the hospitality industry increase their quality of life by 

introducing new ways of measuring performance, new configuration of job responsibilities, 

and different benefits packages. The author also encouraged the quest for new values and 

paradigms in understanding the nature of work, as well as the acknowledgement of individual 
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and cultural differences in employees’ preferences for the type of organizational culture. The 

relation with the present research comes from the fact that quality of life, as well as achieving 

work-life balance, is perceived as one of the key features of a meaningful workplace 

(Behson, 2002; Fox, 1994, Levering, 1988). Brownell (1998) alluded to the existence of 

differences in employees’ needs based on the stages of life. She concluded, “Diversity will 

continue to characterize the hospitality workforce. Organizations will need to reexamine their 

policies with regard to ethnic groups, women, employees with disabilities, and others with 

special needs” (p. 114).  

Mulvaney, O’Neill, Cleveland, and Crouter (2007) presented a heuristic framework 

of the work-family relationship of hospitality managers and suggested organizational inputs 

to this relationship. One of the characteristics of the hospitality industry is the historically 

challenging relationship between work and family that most often results in conflicts. The 

long irregular hours, the emphasis on face-time, and the frequent relocations of the 

management positions in hospitality have been detrimental to the health and work-life 

balance of hospitality management employees. The authors underscored the lack of research 

in that area and emphasized the organizational benefits from studying the work-family 

interface: improved performance, increased employee and customer satisfaction, decreased 

turnover, absenteeism, tardiness, and work alienation. 

 The authors defined the work-family interface (WFI) as the work-family conflict 

(WFC), which occurs when participation in the family role of a person is made difficult or 

stressful by his/her participation in the work role. The level of family-friendliness (or work-

family facilitating) exhibits the extent to which a hospitality organization is affected by 

several detrimental industry-wide norms discussed by the authors. One of them is the 



 101

expectation for long and irregular hours on the job because of the 24-hour service provided 

by most hotel types. Stalcup and Pearson (2001) identified long business hours and 

insufficient time spent with family as the number one reason for turnover. Another 

detrimental hospitality feature is that the industry has the so-called culture of the face-time, 

to which employees must pay their dues in order to advance their careers, demonstrate 

dedication to the company, and prove themselves valuable workers.  

Figure 3. Mulvaney et al.’s (2007) work-family issues model for hotel managers.  

 

 Note. © From “A model of work-family dynamics of hotel managers”, by R. H. 

Mulvaney, J. W. O’Neill, J. N. Cleveland, and A. C. Crouter 2007, Annals of Tourism 

Research, 34(1), p. 68. Adapted with permission. 

  

Brief and Nord (1990) discussed how people’s experiences at work depend on the 

interrole conflict between their work and non-work lives, providing three major hypotheses 
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about this relationship: spillover, compensatory, and segmentation. Another big claim was 

that the relationship between work and leisure is also determined by the level of satisfaction, 

socialization, creativity, and self-identification individuals find at work. The positive work-

life satisfaction was connected with the spillover hypothesis, and the negative work-life 

satisfaction was correlated with the compensatory hypothesis. In this relation, Mulvaney et 

al.’s (2007) overview of work-family models followed the spillover, the compensation, and 

the segmentation models outlined above. The authors specified the spillover model as the one 

with most empirical support for the implication that it is in the organization’s best interest to 

assist employees with work-family issues. A workplace supportive of work-family balance 

policies is necessary for achieving employee work and life satisfaction (Boles, Howard, & 

Donforio, 2001). Such a workplace establishes managerial support, available work-family 

benefits, as well as work-time expectations and scheduling flexibility that do not interfere 

with family life (Thomson et al., 1999). Thus, the following propositions are Mulvaney at 

al.’s (2007) recommendations for the hospitality industry: 1) Hotels with less family-friendly 

norms and organizational culture will be associated with managers reporting increase of 

WFC; 2) work-family conflict (WFC) will be positively related to absenteeism and turnover, 

and negatively associated with job performance (organizational level consequences). The 

overall benefit from facilitating the WFC will be the strategic advantage of hospitality 

organizations over their competitors. Marriott, e.g., reported 1% increase of turnover to cost 

the company between $5 and $15 million (Schleisinger & Heskett, 1991); 3) WFC will be 

negatively related to job satisfaction, organizational commitment, mental and physical health, 

and positively related to alcohol use (individual level consequences); 4) WFC is negatively 

related to marital quality, thus causing marital instability (Presser, 2000), poor educational 
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outcomes, problem behaviors, and depression of children; 5) other factors that influence the 

WFI are such demographic factors as culture, age, gender, locus of control, and personal 

characteristics (positive and negative affectivity – how well employees handle stress and 

challenging problems); 6) background characteristics (being older), personality factors 

(positive affectivity), and internal locus of control also buffer the stressful effects of the 

organizational context and the WFC outcomes; and finally 7) supportive spouses and family 

willingness for relocations will buffer the negative effects of WFC. 

  Mulvaney at al. (2007) stressed the difference between family-friendly 

organizational policy and family-friendly organizational culture. They also suggested more 

research on whether the implementation of the above-mentioned family-friendly policies 

leads to more family-friendly hospitality cultures, as well as to the return of investment on 

these practices. Related to this, Enz and Siguaw (2000) reported several hotel companies that 

had implemented policies and programs addressing WFC issues. Successful examples 

included: the Day Hospitality Group, which adopted a 90-day sabbatical for general 

managers with five years’ tenure; the MGM Grand and Casinos (Las Vegas), which offered 

accredited on-site child care center; the Sheraton Denver, which allowed job sharing for two 

part-time sales managers for the pay of one in order to accommodate the child-care 

responsibilities of two working moms; the Ritz Carlton Marriott brand, which allowed front-

office self-scheduling for personal time flexibility; as well as Marriott’s elimination of 

meetings and conferences in order to achieve face-time reduction. With the introduction of 

the sabbatical policy, the owner of the Day Hospitality Group, Frederick Cerrone, wanted to 

emphasize “the importance of a balanced life and to demonstrate that ‘there is more to life 
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than work’” (Enz & Siguaw, 2000, p. 52). That was a unique statement of human value and 

life satisfaction in an industry historically scared by profit drives and employee exploitation.  

Munck (2001) described a management flexibility test program implemented by 

Marriott at three hotels in the Northeast with the goal of helping managers improve their 

professional and personal life balance. An outside consulting firm conducted focus groups 

with 165 managers in the three designated Marriott hotels in order to help uncover inefficient 

procedures. The implemented measures included elimination of redundant meetings, 

receiving more IT assistance, and changing the face culture beliefs. The results were 

phenomenal: five hours less work per week, a decrease in managers’ stress and burnout, 

increased hotel productivity, and higher quality of guest service. The emphasis on hours 

worked, not on quality of work, decreased with 30% after six months in the program. 

Managers reported a more than 50% decrease in the belief that their job demands do not 

allow them to take care of family responsibilities. People felt close to 25% less exhausted at 

the end of the day. Managers supported the idea of less face-time at a rate, almost 20% 

higher. In addition, Munck (2001) acknowledged the fact that hospitality organizations have 

professionals who are workaholics and thrive exclusively in their work, which was not a 

reason to neglect those professionals who could be more productive with less face-time at 

work. 

Cleveland, O’Neill et al. (2007) studied the work and family interface in the hotel 

industry. The authors collected quantitative and qualitative data from three sources: managers 

currently employed in the industry, spouses of those managers, and students who are about to 

enter the industry. The authors considered Thompson et al.’s (1999) family-work culture 

definition and accepted the organizational culture and managerial support as important 
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influence for the reconciliation of work and family issues in hotels. The attribution theory, 

where actors and observers make different judgments regarding the same issue, was adopted 

in considering perceptions of work and family balance. Employees (actors) are more aware 

of work constraints that interfere with family, while observers (family and employers) tend to 

attribute the conflict to the personal characteristics of the employee. The research samples of 

Cleveland, O’Neill et al. (in press) included: 1) 30 hotel managers with at least one child 

under 12, managers from food and beverage, sales and marketing, human resources, 

engineering, accounting, and general managers, and employed at Marriott, Hilton, Starwood, 

InterContinental, Radisson, Ramada, Sofitel, and Choice-hotels; 2) 26 spouses who received 

semi-structured in-home interviews; 3) and 50 college seniors in Hospitality Management 

who worked in focus groups to discuss how they see their job in the industry in 10 years. A 

table comparing the results summarized that the long face-hours, emotional demands, and 

constantly being on call are major stressors to hospitality managers. In terms of work 

support, managers and their spouses identified general managers and immediate supervisors, 

plus coworker support and friendship networks. The t-test did not show significant 

differences between the reported job demands of current managers and the anticipated 

demands of students. The stressors of the industry and the work-family conflicts raised 

concern about the emotional burnout and the physical health of hospitality managers. As a 

result, the authors suggested the reduction of the high turnover figures in the business 

through realistic job previews. Among the recommendations for future research was a 

replication of Munck’s (2001) effort to reduce unnecessary face-time for hospitality 

managers through multidisciplinary research teams with experience in hotel management, 

organizational psychology, family studies, child development, and health. Exploring 
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hospitality managers’ perceptions regarding the concept of the humane organization will 

complement the omitted HRD aspects in Cleveland, O’Neill et al. (in press) multidisciplinary 

projects. 

Another study by Cleveland et al. (in press) described an interdisciplinary research 

project reflecting a multilevel assessment approach to work and family relationships, 

organizational, leadership, job characteristics, and perceived biological indicators of stress in 

the hospitality industry. The pyramid structure of hospitality organizations was reviewed, 

placing the majority (hourly, lower-paid, less-educated, and longer-working employees) at 

the bottom. On top of the pyramid are those hotel executives who strategize the company’s 

position on the market. Accounting for the strategic importance of recruitment and retention 

of quality workers in hospitality, the authors were interested in this last group’s perceptions 

about the quality of the work lives of other-level employees. The project began with two 

exploratory studies focusing on seniors from Penn State University majoring in Hotel 

Management, as well as hotel managers in full-service hotels and their spouses. The stressors 

of the industry indicated by hospitality managers and their spouses were: the long and often 

irregular hours of operation; the frequent weekend and holiday work; the hotel industry’s 

party atmosphere leading to substance abuse, infidelity, and divorce; the emotionally 

arousing encounters that lead to withdrawal from family interaction or in “letting off steam”; 

and the lack of clear boundaries between work and non-work life. 

 The second major research of Cleveland et al.’s (in press) project was the multi-level 

investigation of corporate executives, general managers, department managers, and spouses 

through surveys, telephone interviews, daily diaries (short descriptions of daily events), and 

biomarker data-gathering methods. The first step was conducting semi-structured interviews 
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with 20 to 30 corporate executives regarding how executives think about workplace 

flexibility issues as a competitive advantage. The second phase included face-to-face 

interviews with GMs about their work flexibility attitudes, face-time, and other aspects of the 

hotel culture; telephone surveys with 526 hotel managers; and 30-minute telephone 

interviews with 176 spouses of managers. At the end of the surveys with hotel managers, the 

authors contacted them about the Daily Diary study, which allowed correlation of 

occupational conditions with day-to-day experiences on the job. The data analysis of this 

project is still in process, as is the third research project undertaken by Cleveland et al. (in 

press), which includes interviews and bio data gathering (saliva collection) of hourly 

employees and their children in order to indicate work-related stress sources.  

The three-phase project described above has the purpose of developing a rationale for 

introducing of formal and informal workplace policies and practices that enable managers 

and hourly employees to be more flexible in handling their work and non-work life roles; it 

also has the purpose of reducing stress and improving health. The research projects of 

Cleveland et al. (in press) are relevant to the present study with the innovative multi-level 

methodology of data gathering and the in-depth investigation of hospitality’s industry 

stressors and work-family balance. 

Work-family conflict and cultural differences in hospitality. Namesivayam and Mount 

(2004) applied an emerging work-family theory to the hospitality industry for the first time. 

They conducted a survey in seven hotels with a primarily Hispanic workforce and found that 

work-family conflicts were related to lower levels of job satisfaction, whereas the opposite 

was valid for family-work conflicts where work was seen as an escape from home issues. 

The conceptual framework used statements such as the fact that the ability to meet family 
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and childcare demands has a significant effect on people’s satisfaction with their jobs. 

Organizational commitment was also measured in relation with WFC and was used in terms 

of Allen and Meyer’s (1990) model that differentiated between: 1) affective (identification, 

involvement, and membership in the organization), 2) continuance (based on the feeling of 

loss of a considerable amount of time and effort already invested in the organization), and 3) 

normative (family, cultural, and normative influences on the individual) commitment. In the 

sense of normative commitment, collectivistic cultures that are strongly oriented to the 

family tend to find WFC more detrimental to general life satisfaction. In this relation, 

because Namesivayam and Mount’s (2004) sample consisted mostly of members from 

Hispanic (collectivistic) cultures (Triandis, 1995b), this type of conflict affected significantly 

participants’ job satisfaction and organizational commitment. In this way, the authors 

accounted for the important effect of cultural influences on hospitality employees’ job 

satisfaction and WFC. When individuals perceived their family relationships as being more 

valuable than work, this interfered with their loyalty to the hotel. Consequently, 

Namesivayam and Mount’s (2004) findings are a very important building block for the 

present study because they recommended future research exploring the relationship between 

culture and perceptions of hospitality employees at work: “Workforce in the United States is 

increasingly multicultural. The effects of culture-dominated preferences should be accounted 

for in designing programs” (p. 249). 

Hospitality Organizations and Other HRD Trends 

 Maxwell and Quail (2002) discussed the latest human resource management (HRM) 

strategic role debate in the hospitality business. The authors admitted the traditionally 

neglected intrinsic side of HRM. They confirmed that training and development should be 
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essential parts of hospitality HRM because people are the main asset who can shape and 

create the ways in which other resources operate. Hospitality examples are: Hyatt 

International with their emphasis on career development and training of employees, the 

empowerment strategies introduced by Marriott International, as well as Hiltons’ Esprit 

HRM policy initiative for equilibrium in customer service quality. Maxwell and Quail (2002) 

underlined the need of human resource development (HRD) in hospitality because of the 

increasing challenges added by cross-cultural service encounters in international 

organizations. And because HRD supports and defines customer satisfaction and quality of 

service (Maxwell & Quail, 2002), it was considered beneficial for the present study to 

consider the level of the studied organization’s HRD and its contribution to employees’ 

perceptions of how humane their workplace is. 

In this same vein, Enz and Siguaw’s (2000) review of the best human resources 

practices in the hospitality industry revealed interesting examples of how organizations can 

indeed appeal to their employees with more humanness. There were five categories of best 

HR practices that the authors recognized: leader development, training and knowledge 

building, employee empowerment, employee recognition, and cost management. Marriott 

International was an example of establishing a consistent framework for developing leaders 

by increasing the selection and position-filling rigor. Their program included recognizing the 

potential and building the skills of future leaders through the so-called “bench-strength 

management system.” The authors also emphasized how the Ritz-Carlton brand shifted the 

decision-making power to hourly employees in terms of their scheduling and supervision, 

which led to elimination of management positions. Furthermore, the value behind the 20 

services cores of the TownePlace Suites by Marriott ensured not only an efficient staffing 
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with high degree of accountability, but also increased competency and diversification of the 

job responsibilities. In addition, The Houstonian Hotel was given as a good example of 

satisfactory remuneration of hospitality employees through distribution of variable pay to all 

levels of employees depending on the hotel’s successful performance. In that relation, 

Accor’s remuneration for general managers consisted not only of customer satisfaction 

scores and hotel performance, but also of 30% employee satisfaction scores. Peer reviews, 

subordinate reviews, and roundtable discussions of performance evaluations were a 

significant part of a more comprehensive and widely accepted pay model at Accor. The result 

of all these exemplary HR practices, reported by Enz and Siguaw (2000), led to 26% of those 

companies announcing increased profits, greater employee satisfaction, career enhancement, 

individual development, reduced turnover, and as a result, customer retention. The authors 

stressed the importance of senior management’s support of these radical changes in the 

organizational culture. 

In addition, Lashley (2002) talked about the need of empowerment and participation 

for service and hospitality employees. He said that empowerment is built through 

management techniques for changing employees’ feelings of personal power, self-

determination, efficacy, control, attitudes toward the organization, policies, and goals. The 

author brought attention to the way personal-development plans encourage individuals in the 

context of a benevolent organizational structure: 

In other words the state of empowerment is likely to be a consequence of the 
individual’s assessment of their ability to be effective, that they can make a difference 
in a task which they perceive as worthwhile, and that they have some degree of 
freedom to act as they see fit in the situation. (p. 204) 
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Summary of the Hospitality Literature 

The studies discussed in this section have all taken place in the service industry, 

several of them specifically in the hospitality sector, and engage the reader’s attention with 

such embodiments and revelations of the meaningful workplace as: work-life balance 

(Brownell, 1998; Cleveland et al., 2007; Cleveland et al., in press; Mulvaney et al., 2007; 

Namesivayam & Mount, 2004), WFC and cultural differences (Namesivayam & Mount, 

2004), face-time reduction (Munck, 2001), culturally appropriate management styles 

(D’Annunzio-Green, 2002; Kim, 2006; Mok, 2002) and management listening skills 

(Brownell, 1990), retention obstacles (Demody & Holloway, 1998) and reasons for high 

turnover (Stalcup & Pearson, 2001), and employee satisfaction at the workplace (Bai et al., 

2006; Chao & Edam, 2006). Furthermore, Brownell (1998) touched on the diversity of the 

hospitality workforce (cultural diversity included) and how the different needs of that diverse 

employee base would shape the work environment to include a better lifestyle and work-life 

balance. D’Annunzio-Green (2002) was more specific, in comparing the Eastern and 

Western models of management represented by the Russian and United States cultures. 

Schneider and Bowen (1993) tied it all back to the necessity of creating a good workplace for 

employees in the service industries because of the direct correlation between employee and 

customer satisfaction (Chappel, 2002). In order to achieve the state of service passion in their 

employees, service organizations need to create a work environment of courtesy, 

competency, security, and morale (Schneider & Bowen, 1993). And although Ostroff (1993) 

conducted a research for secondary schools, he emphasized the importance of congruence 

between employees’ personality features with the characteristics of their working service 

environments. The employee of today’s service industries has a different profile than the 
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industrial model (Schleisinger & Heskett, 2000). The contemporary service industry relies 

increasingly more on employees’ genuine feelings to ensure the uniqueness of customers’ 

experiences (Hochschild, 1983). However, Hochschild (1983), and Macdonald and Sirianni 

(1996) warned against burnout and the loss of personality because of the high level of 

emotional labor in such organizations. Finally, there were no empirical studies conducted in 

the hospitality service sector that examine national cultural differences in the perceptions of 

employees about what makes an organization humane and what makes their workplace 

meaningful. 

Summary of Literature Review Findings and Suggestions 

 The extensive literature review presented above demonstrates clearly that there are no 

existing empirical studies on Chalofsky’s (2008) concept of the humane organization in 

either of the chosen three literature review sub-themes (the humane organization, the cross-

cultural studies, and the hospitality and service literature). Furthermore, the cultural diversity 

literature in the hotel business (Brownell, 1998; D’Annunzio-Green, 2002; Kim, 2006; Mok, 

2002; Mulvaney et al., 2007), as well as the meaning-of-work exploratory studies in different 

countries (Kuchinke et al., 2004; MOW, 1987; Snir & Harpaz, 2002), does not involve the 

possible components and characteristics of what constitutes a humane organization in the 

hospitality business. Consequently, the effort of the present study is to step onto the path 

toward bridging the gaps in theoretic thought and empirical research revealed earlier in the 

literature review. 
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CHAPTER 3: METHODOLOGY 

Overview of Methodology 

Research Questions 

The purpose of this case study is to explore the way hospitality employees from 

different national cultures in a US-based hotel perceive their workplace to be a humane 

organization, as defined by Chalofsky (2008), by answering the following research question: 

How do hospitality employees from diverse national backgrounds in a US-based hotel 

perceive their organization as a humane organization?  

Epistemology 

In the attempt to portray the subjective ontological reality, internal to the individual 

cognition (Burrell & Morgan, 1979), the present explorative study used a socially constructed 

knowledge claim (Creswell, 2003) that relies heavily on participants’ perceptions and their 

interpretation, based on the epistemology of constructionism and existentialism (non-

determinism). As a logical outcome, the methodology of the study assumed the ideographic 

approach using qualitative techniques (Burrell & Morgan, 1979) in order to understand 

different employees’ perceptions of the humane organization through the lens of their 

multicultural perspectives.  

Research Design 

Yin (2003), Merriam (1998), Creswell (2003), and Stake (1995) talked about the 

elements that constitute a case study: the process, the unit of study (with its special 

characteristics), the bounded context, and the end product. A working definition for this 

study was created representing a case study research as an empirical study of a real-life 
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contemporary phenomenon that occurs in a context with obvious boundaries: “Case study 

research is not sampling research. We do not study a case primarily to understand other 

cases. Our first obligation is to understand this one case” (Stake, 1995, p. 4). 

The proposed study engaged in a single embedded case study (Yin, 2002) of 

hospitality management, supervisory, and professional level employees’ perceptions (sub-

units) of the humane organization in one entity of a hospitality organization (one full-service 

hotel). The rationale for the choice of a single case study, as per Yin (2002), is the 

uniqueness of the chosen organization – a combination of culturally diverse workforce (a 

typical case according to Yin, 2002) and a good reputation for its HRD practices. One major 

brand full-service hotel in a metropolitan area in the United States was used as a research 

location. Furthermore, the choice of embedded versus holistic case study implies the primary 

concern with subunits of analysis (in this study the participating hospitality management, 

supervisory, and professional line-level employees, as well as the chosen hotel’s HRD 

policies and procedures). In contrast, had the case study examined the selected hospitality 

organization as a whole (not just one property or brand) in relation to the constructs of 

interest (humane organization and multicultural perspectives), it would have been a holistic 

case study. In addition, the present study could be classified as a particularistic case study 

(Merriam, 1998) of the above-mentioned constructs, or an instrumental case study that 

attempts to answer a “puzzlement” (Stake, 1995, p. 3) rather than just understand the 

investigated case. 

Research Procedures 
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Data Collection Methods 

For achieving the purpose of the study, this case design sought several sources of data 

evidence: 1) written participant reflections completed prior to the interviews for better 

recollection of information, greater commitment to the study, and deeper experience for 

participants; 2) interviews featuring perceptions, opinions, and experiences of participants 

(management, supervisory, and professional line-level employees from a full-service hotel); 

3) observations of the workplace, where the researcher’s primary and only role was to 

observe (Merriam, 1998) participants and their social and physical work environment; 4) 

documentation analysis (documents regarding the organizational structure and culture, the 

leadership practices, the organization’s community involvement; internal company policies 

and programs related to HRD, HR departmental memorandums and communication with 

employees; Internet documentation search about the organization).  

Research Site Selection 

The proposed study selected one major brand full-service hotel in a metropolitan area 

in the United States as a background hospitality organization based on pre-determined 

criteria (Merriam, 1998): 1) to have a good reputation of its HRD policies and practices, and 

2) to have culturally diverse workforce. The benefits from this choice of the research location 

are a richer culturally diverse environment (due to the size of the hotel) and a closer view of 

the perception of management, supervisory, and professional line-level employees directly 

involved in the guest-service processes. 

Population and Sample 

The population of this study is constituted by the management, supervisory, and 

professional line-level employees at the selected US-based full-service hotel. The selection 
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criteria for a purposeful sampling of participants are: 1) to be employees of one full-service 

hotel in a major metropolitan area of the United States, 2) to have worked at the selected 

hotel for at least six months, 3) to be fluent in English, and 4) to be representatives of 

different national backgrounds. Initially, all management, supervisory, and professional line-

level employees of the selected hotel (a targeted sample size of n>40) were approached with 

a request to participate in the study. Of the total number of 40 hotel associates, 19 started and 

17 completed the study in its entirety. The appropriate interviewee number for the purposes 

of this case study, according to Yin (2002), is between 12 and 15. Thus, from those 

individuals who were recommended to the purpose of the study based on the pre-determined 

criteria, and volunteered to participate, a purposeful convenience sampling of 17 hotel 

associates was selected to compose pre-interview written reflections as well as to participate 

in one hour one-on-one interviews.  

Written Reflections 

Participants who complied with the participation criteria, volunteered to participate, 

and completed research Consent Forms (Appendix F) were asked to write personal 

reflections (Appendix E) about their perceptions regarding a humane organization and their 

values concerning a meaningful workplace. The risk that such a request for written 

statements might reduce the pool of potential participants was undertaken with the hopes that 

it might also strengthen participants’ commitment to the research. Whereas the written 

reflections valued quality vs. quantity of input, the written volume was sufficient in order to 

reveal in detail the person’s insights, to prompt him/her to more depth of thought and 

recollection of experience, and to predispose him/her fully to the following interview 

concerning the main concepts of interest. From the total number of 17 participants, 14 
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participants wrote at least one page of reflections, as requested, and some of them wrote two 

to three pages of personal reflections. 

Interview Guide 

The study used semi-structured interviews (Merriam, 1998), lasting between 1 and 2 

hours each, consisting of nine basic open-ended questions classified in different sections of 

obtaining people’s perceptions on the following topics: the humane organization, meaningful 

workplace values, cultural differences, the hospitality business, and the participants’ own 

organization. The categories of the main interview sections were determined based on the 

conceptual framework and the results of the preliminary literature review. Besides the nine 

main open-ended questions, the researcher used a different selection of follow-up questions 

depending on the flow of each interview. A list of the main and the follow up questions could 

be found in Appendix G.  

The study used the type of questions suggested by Merriam (1998): ideal position 

questions (e.g., Please describe your ideal workplace) and hypothetical questions (If you 

were to design your own workplace, how would it look like?) to obtain the direct answers 

concerning participants’ perceptions. Interpretive questions (What does it mean to you to 

work in a meaningful environment?), as well as devil’s advocate questions (How would you 

describe a bad workplace?) were used as follow-up or probe questions to clarify, contrast, 

and complete the already shared insights. Appendix G contains the complete interview guide 

of this study. 

Documents 

Human Resource and work-life balance policies and programs of the organization 

were requested for review in this study, as well as documentation regarding the 
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organizational structure, the organization’s leadership values and practices, its community 

involvement, and its communication with employees. In addition, documents from the 

relevant “best practices” programs in which the organization participated were considered—

associate satisfaction survey reports, guest satisfaction reports, revenue performance, and 

other quality assurance documents were reviewed. 

Observations 

Observations constituted the researcher’s observation of the social and physical 

aspects of participants’ workplace. The observation checklist entailed the following points of 

interest: date, time of day and location, departmental unit, participant’s pseudonym, 

description of the physical environment and relevant artifacts, participant behavior, verbal 

and non-verbal interaction with the researcher, peers, supervisors, leaders, as well as guests. 

Data Collection and Data Management Process 

The hospitality organization and its participating hotel facility was addressed with an 

official proposal (Appendix J) to conduct the study, explaining its purposes, benefits, and 

potential risks for participants, via email. Once access was obtained and the general 

purposeful sampling (employees of one full-service hotel from different national 

backgrounds) was completed, all management, supervisory, and professional-level 

employees (approximately 40 in number) were addressed with email letters explaining the 

purpose of the study, the researcher’s motivation, and participant rights and confidentiality 

measures (Appendix A). Commitment for participation was obtained in a written form via 

emailed or personally presented hard copies of Informed Consents (Appendix F) in 

accordance with participants’ preferences concerning the levels of confidentiality. Informed 

Consent Forms were signed by participants and returned to the researcher via fax, as 
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electronic attachments using electronic signatures, and personally handed during the 

researcher’s visits to the site. Following this procedure, the researcher emailed the following 

documentation to the attention of participants: Confirmation of Participation (Appendix B), 

official university Research Protocol of Study (Appendix D), and a work Definition of 

Concepts (Appendix C). Participants completed a short demographic survey (Appendix I) 

and made their choices regarding pseudonyms. Those participants who did not choose 

pseudonyms were assigned such by the researcher. A more specific purposeful sample of 17 

employees (Yin, 2002) was asked for and agreed to write personal reflections (Appendix E) 

regarding what a humane organization is and what makes the workplace meaningful. Before 

and after completion of these personal insight statements, one-on-one interviews (Appendix 

G) were scheduled with the employees who have consented to participate, and have agreed to 

compose the written reflection statements. The interviews were conducted at times and 

places convenient for participants during the researcher’s four data collection trips to the 

research site in the months of February through May 2008. All 17 members of the 

convenience purposeful sample, referred to as participants or respondents, completed Audio 

Release Forms (Appendix H). Two of the 17 interviews were conducted over the phone 

because of the geographic unavailability of two respondents who expressed strong 

willingness to participate and contribute to the present study. A one-on-one interview was 

also conducted with the HR director of the hotel via a separate interview guide (Appendix K) 

as a part of the documentation data collection of this study regarding the HR policies and 

practices of the organization. 

After the initial transcription and analysis of the interviews, participants were 

contacted with the request to perform a member check of the narrative in order to verify the 
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truthfulness of the researcher’s interpretations and presentation. Most participants agreed 

with the narratives presented to them and two participants made changes for ensuring the 

trustworthiness of their opinion and strengthening the anononymity of their involvement in 

the research. Communication with participants before and after the interviews was realized 

via follow-up telephone conversations and emails as agreed by them. Participation consent 

forms, personal reflection statements, completed audio release forms, interview protocols, 

observation diaries, transcribed data, participant member-checks, and all other documentation 

was securely stored in the researcher’s home office.  

Data Analysis 

Interviews were transcribed verbatim, and researcher analytic memos (Strauss & 

Corbin, 1998) were used throughout the data collection. Interview transcripts and written 

reflections were coded by hand, line-by-line and paragraph-by-paragraph, using open and 

theoretical codes that identified the basic units (themes) of analysis (Strauss & Corbin, 1998). 

The researcher emphasized open coding, based on respondents’ opinions and documentation 

analysis, instead of using pre-determined themes from existing literature.  

The proposed study used content analysis [compresses words together to form data 

categories by “making replicable and valid inferences from texts or other meaningful matter 

to the contexts of their use” (Kripendorff, 2004, p. 18)], constant-comparative analysis 

[considers participants’ input throughout the process of data collection and constantly 

compares codes, themes, and categories of data for ensuring consistency of application 

(Hewitt-Taylor, 2001)], as well as cross-subunit analysis [results from the constant-

comparative method between participants’ responses (Merriam, 1998)] in order to aggregate 

concepts into categories and to link emerging themes and sub-themes of data. Data were thus 
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clustered together and labeled with codes. Lists of codes and concepts were sorted into 

groups to form categories and sub-categories based on the researcher’s perspectives (etic 

voice) and participants’ views (imic voice).  

The researcher compiled summaries of every personal written reflection and every 

participant’s response to every interview question. Thus established, these summaries 

followed a lengthy theme-building interpretation procedure that consisted of the following: 

reading all existing materials (interviews, written reflections, and documents), rereading all 

materials, and rereading specific portions or respondent’s contributions in order to assign 

codes to each sentence, cluster into categories, and refine the lists of categories. There were 

sections of transcripts given several codes at a time. Categories of concepts that are similar in 

meaning were combined in order to identify recurring themes, from which primary themes 

were selected and broken down into different sub-themes with different set of properties. 

Primary themes and sub-themes from participants’ written reflections and interviews were 

supported or contrasted by the main themes discovered in the documentation analysis as well. 

All collected documentation from and about the organization was separately content-

analyzed for reoccurring themes. In addition, the observations and field notes of the 

researcher were used to portray situations, participants, artifacts, and organizational attributes 

that support or contrast the already established data themes through analyzing the different 

data sources. Thus derived from each of the data collection methods, themes and categories 

of data were clustered around each interview question they provided an answer for.  

Trustworthiness of Study 
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Credibility/ Trustworthiness  

 The naturalist must demonstrate that “findings are credible…by having them 

approved by the constructors of the multiple realities being studied” (Creswell, 2003, p. 296). 

Thus, trustworthiness of this study was ensured through: 1) triangulation of data sources 

(presented in the data collection section); 2) member check (during which participants were 

consulted to verify data narratives and analyses of findings); 3) audit trail (a complete record 

of the research process, the correspondence with participants and organization, all sampling, 

data collection, and data analysis tools); 4) as well as reflective memos representing the 

researcher’s bias statement of different types of I’s involved in the research process 

(Creswell, 2003; Merriam, 1998; Yin, 2002).  

 Furthermore, the study used a case study protocol, case study database, and multiple 

sources of evidence, as mentioned earlier, in order to ensure credibility. Multiple sources of 

data, such as the ones used in this study (demographic surveys, written reflections, 

interviews, document analysis, research observations, and physical artifacts), strengthened 

the trustworthiness of findings. The case study database served for the better organization of 

data. Furthermore, as Miles and Huberman (1994) recommended, extreme cases (extreme 

situations and persons known to have strong bias) were used for verifying and confirming 

conclusions. The authors also suggested looking for negative evidence and ruling out 

spurious relations (looking for intervening variables): “The issue is undoing a relationship 

you think looks plausible and strong” (p. 273). 

The goal of the present research was to minimize bias and error. Consistency “sees 

reliability as part of a larger set of factors that are associated with observed changes. In order 

to demonstrate what may be taken as a substitute criterion for dependability, the naturalist 



 123

seeks means for taking into account both factors of instability and factors of phenomenal or 

design induced change” (Creswell, 2003, p. 299). The present study concurred that there 

might be “instrumental unreliability,” as humans can make mistakes. Besides the benefits of 

the chosen study design, there were also limitations encountered in the process of data 

collection. 

Benefits of the Qualitative Study Design 

The qualitative study tries to establish an empathetic understanding for the reader 

through thick description conveying the experience, through being responsive, and through 

reporting emic issues. Furthermore, this research design has centrality of interpretation 

(Erickson, 1986). In the qualitative study findings are not so much findings as assertions. 

There are opportunities for a holistic treatment of phenomena (Schwandt, 1994)—an 

understanding, which requires a look at various contexts (historic, personal, cultural, social, 

economical, and political). This type of inquiry is also strongly relativistic (everyone derives 

unique meanings that depend on the circumstances of the reader) and engages in a non-

comparative seeking to understand the object, not how it differs from others.  

Limitations Resulting from the Data Collection  

Site selection limitation. The criteria for selecting the hospitality organization that 

hosted the study predetermined the findings. Because it was initially established to study a 

full-service hospitality organization with a good reputation of its HRD practices, which also 

has a culturally diverse workforce, the results indicated that this workplace was successfully 

oriented toward being a humane organization. 

The studied hotel displayed favorable characteristics related to the discovered features 

of the humane organization: good leadership, employee-friendly structure and culture, work-
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family balance, good social atmosphere, community orientation, and meaningfulness of the 

workplace. 

Sample selection limitations. The sampling criterion of selecting only employees 

who have been with the organization a minimum of six months is insufficient time, not only 

on account of the high turnover typical for the industry in general, but also on account of the 

depth of the questions asked during the study. Further limitations were the personal, cultural, 

and organizational-status biases of selected participants. 

Circumstances-related limitations. The data interpretation and the results of this study 

were also influenced by several events that had taken place at the studied organization prior 

to the beginning of the research: the recent change of higher management, the pro-union vote 

of employees, and the general confusion spreading among associates as a result of these 

changes.  

Data analysis limitations. Several additional limitations were presented by the used 

data analysis method. The open coding and content analysis require constant comparisons of 

words, concepts, and phrases for discovering, refining, and narrowing down the number of 

categories and themes. It is difficult to eliminate categories when the semantic origin of the 

words used by respondents is similar and when many different synonyms are used to describe 

the same phenomenon or experience. In this relation, the researcher found it challenging to 

discern among all the meanings of used words and concepts, as well as to select the most 

representative and descriptive opinions of participants. This limitation was also discussed by 

Weber (1990). 

Participant-related limitations. Some unexpected barriers stemmed from the busy 

schedules of respondents. Initially, more hotel associates expressed willingness to participate 
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and contribute to the study; however, they were unable to complete the initial sample-

selection stage of the demographic survey. Furthermore, in the course of the data gathering, 

the researcher determined that the written reflection portion of the data collection presented 

more challenges (time management or expression insecurity) to participants than the 

interviews. From the three initial written reflections received immediately after the 

demographic survey, as well as from the corresponding first three interviews, the researcher 

determined that the written reflection section of the data gathering is just additional 

information and a deeper description of opinions, feelings, and examples supporting the 

interview conversations. As a result, the sequence between written reflections and interviews 

was not followed as strictly, thus allowing more flexibility with participants’ schedules. This 

change also helped participants concentrate longer and compose their essays (written 

reflections) with more ease on account of the knowledge received about the discussed topics 

during the interviews. On the other hand, the needed level of concentration and deeper 

insight into participants’ feelings and experiences was not achieved before the interviews, as 

was initially intended.  

Researcher-related barriers. The different I’s of the researcher were inevitably 

interwoven in the story, thus presenting bias threats to the credibility of the findings: the 

hospitality background of the researcher and the Eastern-European national origin represent 

some of these biases. The insider position of the researcher as an employee of a hospitality 

organization could have influenced the present case study both positively and negatively: 

subconsciously making comparisons with other hospitality organizations and not interpreting 

the collected data by itself; subconsciously including knowledge about the culture of the 

brand to which the studied hotel belongs; subconsciously translating personal negative 
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experiences from the researcher’s employment in hospitality. In addition, the researcher’s 

cultural background, as born and raised in a South-Eastern European country, additionally 

contributed to presenting the findings of the study from the perspective in which they appear. 

Further barriers include the researcher’s emotional state of gratefulness for the cooperation 

that HR and the higher management of the hotel provided. This might have limited the 

negative interpretations and comments intended as useful advice regarding the practices of 

the company.  

Human Participants and Ethical Considerations 

Participants’ confidentiality was handled with utmost care, especially as far as their 

personal demographic information was concerned. Their real names were substituted by 

pseudonyms. Information revealing their specific national background (as relevant to 

national culture) was rephrased or used only in a collective sense, unless permission was 

granted by participants. Signed consent forms, submitted demographic surveys, completed 

audio release forms, interview protocols, observation diaries, transcribed data, participant 

member-checks, and all other documentation was securely stored in the researcher’s office.  
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CHAPTER 4: RESULTS 

Purpose Statement and Research Questions 

The purpose of this case study was to explore the way hospitality employees from 

different national cultures in a US-based hotel perceive their workplace to be a humane 

organization as defined by Chalofsky (2008). The central research question was, How do 

hospitality management employees from diverse national backgrounds in a US-based hotel 

perceive their organization as a humane organization?  

Organization of the Chapter 

This chapter begins with a description of the context of the study—the organization—

followed by an overview of its structure, culture, policies, and human resources 

documentation. Further in the section are presented the responses to the nine interview 

questions per source of data where applicable (what participants thought in their written 

reflections and shared in their interviews, what the organizational documentation 

demonstrated, and what the observations confirmed). The ninth question “Please conclude 

with any additional details, examples, reflections, and suggestions that you deem related to 

the discussed topic” did not contain additional data that participants had not previously 

shared during the interview or in their written reflections. This question was supplemented by 

a follow-up question – What is the place of cultural diversity in the workplace, according to 

people and could they share any examples from this organization? The data in the nine 

questions resulted in the formation of five themes that emerged from all explored data 

sources: 1) written reflections completed prior to or after the interviews; 2) one-on-one 
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interviews featuring perceptions, opinions, and experiences of participants; 3) observations of 

the workplace and participants’ social environment; and 4) documentation analysis 

(documents regarding the organizational structure and culture, the leadership practices, the 

organization’s community involvement, and internal company policies and programs related 

to HRM). Parts of these documents are also used to support the five themes that encompass 

the findings expounded later in the chapter. 

The Context: Overview of the Organization 

Description of the Physical Atmosphere 

The hotel property that is the subject of the present case study is the only Four-

Diamond Hotel in one of the major metropolitan areas in the United States. The official sales 

kit presentation welcomes the guest to a place where the old and the new live in harmony, 

“where tradition and adventure go hand in hand.” In a lingering romantic style, the building 

is presented as an envelope of brick and granite, with a restored marble staircase, leaded 

glass, and mosaic tile surrounding the spacious rotunda of the lobby. The common guest area 

of the hotel possesses a dark and lonely feel harkening to the type of architecture. The 

interior is luxuriously dressed with carved marble, dark-ebony wooden furniture, dark 

oriental pattern carpets over the light marble flooring, solemn urn vessel decorations, and a 

beautiful collection of orchid plants. Without the piano play and the lively guest chattering of 

the busy hours, the feeling is one of quiet expectation.  

Hospitality Measurements of Success 

To describe the study’s background in hospitality language, the brand’s Quality 

Assurance (QA) inspection results and the Guest Satisfaction Scores (GSS) speak very 

favorably of the selected hotel. GSS for the past two years (2006 and 2007) indicate an 
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overall satisfaction score of 92% for both years, which ranks the hotel second in its brand as 

of December 2007. The QA conducted at the time of data gathering―April 2008―indicated 

a total score in the green (excellent) category of the brand standards and expectations. 

Human Resources Documentation 

Organizational Structure 

The Organizational Structure of the management company of the hotel is presented in 

the New Associate Workbook. It consists of: President and CEO, Sr. Vice President of 

Operations, Senior VP of People Resources, Sr. VP Restaurant Division, Sr. VP Revenue 

Growth Services, Sr. VP Finance, Accounting, IT, Payroll & Benefits Administration, and 

Executive VP of Development. The organizational structure of the studied hotel starts with 

the General Manger (GM) at the top of the organizational hierarchy, followed by the 

Executive Committee (referred to as EC). The committee consists of the following 

department heads: Director of Human Resources, Controller, Director of Sales and 

Marketing, Director of Operations, and Director of Engineering. Figure 4 on the next page 

visually represents the organizational structure of the hotel, including the remaining key 

middle-management positions. 

Figure 4. Organizational Structure. 
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 The organization’s website gives information regarding the mission and vision 

statement of the management/owner company, as well as the various brands and hotels in the 

company’s portfolio. Different hotels’ initiatives are recognized and company news is 

announced, such as the building of new properties, their history, and their opening details. In 
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that rubric, the hotel subject of this case study was listed with a very interesting cultural 

endeavor from 2007 when associates’ artwork was exhibited on the first floor of the guest 

area for the enjoyment of both guests and employees. 

Associate Handbook 

There are three major documents that are handed to the newly hired employees upon 

orientation: the Associate Handbook, the New Associate Workbook, and the orientation 

package. The Associate Handbook is the most detailed document of the management 

company, and discloses various human resources policies, guidelines, and rules of conduct 

for associates. This document starts with a welcome message in which the company states 

that they “have a reputation for our dedication to our associates, guests and owners.”  

Vision 

  The company’s vision is: “To be recognized by our customers as the best in our 

business” (p. 4). 

Mission 

The organizational mission statement lists the three dedications of the company in the 

following order of commitment to the main stakeholders—employees, guest, and then owner:  

We commit to the following: To Our Associates: Recognizing you as the company’s 
most valuable resource and providing you opportunities for learning and personal 
development in a creative and supportive environment; To Our Guests: Providing you 
with excellent service and quality. We appreciate your business and strive to take care 
of your needs: To Our Owners: Discovering and implementing creative solutions to 
unlock the potential of your asset in order to maximize value and profit. (p. 4) 

Culture 

The organization describes its culture as a product of the mission, vision, and values 

of the company.  
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Management Company Standards 

 Discussed are standards specifically related to associate appearance, courtesy, 

associate entrance in the facility, solicitation, restrooms, parking, off-duty associates’ 

behavior, elevators, and smoking. Several very interesting guidelines are included in this 

number: 1) inspection, 2) Internet, and 3) telephone use. The inspection guidelines talk about 

the right of the company to search associates and all their belongings at any time without 

warning: “X reserves the right to inspect personal items, such as lunch boxes, toolboxes, 

thermoses, purses, etc., carried by individual associates. If you have personal items, which 

you would not like subjected to such inspections these items should not be brought onto X’s 

premises” (p. 9). The Internet guidelines state that the email accounts and the Internet are 

company property and should be used for company purposes only. The sites and email 

messages employees send could be inspected, “therefore, associates should not assume that 

any such information is confidential” (p. 10). These guidelines were set with a protective 

purpose against harmful and morally offensive websites that associates could be viewing. 

Furthermore, the telephone rules state that only company-related phone calls should be made 

from the facility. Cellular phones and pagers are only permitted if they help performance on 

the job. 

Pay Practices 

Associates working 30 hours a week are considered full-time in this hotel and are 

eligible for company benefits. In addition, “due to the nature of the industry, an associate 

must be available to work any hours and any days” (p. 12). Time is recorded according to 

everybody’s individual conscience, with some rules for taking the lunch break off the clock 

and keeping the two ten-minute breaks on the clock: “It is our intention to compensate 
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associates at comparable rates for similar jobs in our industry and labor market consistent 

with the economic conditions of the company” (p. 13). 

Human Resources Information 

Performance appraisals are discussed as the company’s method to conduct associate 

reviews. Pay increases are not guaranteed at any time of the associate’s appraisal because 

they are awarded based on performance. The Open-Door Guidelines are reinforced again in 

this section of the handbook by emphasizing the chain of command in these procedures as 

well: “Always remember to approach your supervisor first with problems, unless the problem 

is with your supervisor and you have not been able to resolve the matter together” (p. 17). In 

addition, the company demonstrated willingness to conduct exit interviews in order to 

provide opportunity for discussion and applicable feedback. Very briefly and vaguely 

mentioned as negative occurrences are “favoritism and other problems of supervision and 

morale” (p. 18). 

Company Benefits 

Regarded as benefits in this company are: holidays, sick pay, vacation leave, medical 

and dental insurance, flexible spending accounts, group-term life insurance, accidental death 

and dismemberment insurance (AD &DI), savings and retirement plan [401(K)], workers 

comp, continuing education, use of guest facilities, and discounted hotel rooms. In addition, 

the company has seven official holidays on which full-time associates are paid at their 

regular pay rate if used as days off, and hourly associates working on these holidays are paid 

time and a half. After completing 90 days with the company, associates receive three sick 

days that can be rolled over if not used. Accrual of vacation time for hourly associates starts 

after six months of hire (unlike salaried associates) at a rate of 6.67 hours per month with a 
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maximum accrual of 80 hours (two weeks) annually for the first four years. Vacation is 

earned at a rate 10 hours per month for hourly associates working seven years with the 

company, as well as 10 hours per month with a maximum accrual of 120 hours (three weeks) 

annually for management employees who have been with the company five years. A rate of 

13.33 hours per month with a maximum annual accrual of 160 hours (four weeks) starts 

being effective after the 10th year of service for salaried, and the 20th year of service for 

hourly associates. Bereavement leave is also granted for one paid day, as well as personal 

leave of absence without pay. Jury duty is paid for up to four consecutive weeks. The 

company also contributes to the 401(K) retirement plan and pays a portion of the medical 

insurance with the exception of dependent coverage, which is optional. The continuing-

education benefit covers not more than $2,000 per calendar year after a couple of conditions 

are met: full-time associates need to take courses related to their current position and have to 

obtain a written approval from the GM. The FMLA includes father’s attendance of child’s 

birth, pregnancy, and parents’ care. In addition, confirming the company’s dedication to flex 

time is the reduced work schedule/intermittent leave. Any employee who is eligible for 

FMLA is eligible for that benefit as well and can be permitted to work a reduced schedule or 

receive periodic time off from work. Such intermittent leave is also applicable in cases of 

child delivery, counted as a part of the FMLA time by law, which should not exceed 12 

months. If the position of the associate is given to someone else, the company places him/her 

in a comparable position in the future. 

Company Values 

From the total number of eight company values that shape the organizational culture, 

five concern the workplace environment created for associates: “Act with integrity; Promote 
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pride, enthusiasm and team spirit within our organization; Encourage and reward innovation; 

Creativity and risk taking; Contribute to and support individuals’ personal and professional 

growth; Support and positively impact our communities” (p. 5). Value #1 states, “Impress 

our guests by providing service that meets and strives to exceed their expectations” 

(Associate Handbook, p. 5). Value #2 is, “Act with integrity” (p. 5). Value # 6 reads, “Strive 

to continuously improve the way we operate our business” (Associate Handbook, p. 6). 

Value # 7 is, “Uphold quality standards in maintaining our hotel” (p. 6). 

New Associate Workbook 

This document is called “Check-in With Us” and serves for orientation purposes. It 

contains an overview of the company’s mission, vision, and culture; the organizational 

structure and external relations; information about the variety of hotel brands in the 

company’s portfolio; expectations and success measurements of the different stakeholders; 

and benefits and HR programs. The expectations of associates are acknowledged as “the 

training, tools, and equipment to do your job; competitive benefits; a team-oriented work 

environment; quality leadership” (p. 5). The fulfillment of these needs is assessed through the 

AOS (Associate Opinion Survey) numbers, turnover figures, and the company performance 

records. This document illustrates something very interesting that the Associate Handbook 

does not elaborate much on—the company guidelines: pay guidelines, EEO/unlawful 

harassment, drugs and alcohol (Drug and Alcohol Policy of the hotels’ management 

company from 2002), anti-violence, appearance and dress guidelines, Internet guidelines, 

attendance/punctuality guidelines, performance appraisal, open-door guidelines, and 

complaint procedures. Specific attention is paid to the Internet guidelines of the company and 

following are some direct quotes from the new associate workbook in relation to that: “The 
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company may inspect and monitor use of Internet and E-mail at any time; Internet and E-

mail should be used for company purposes only; A log is kept on sites visited during Internet 

use” (p. 23). In addition, several smaller associate benefit programs are described in this 

document that are not covered in the Associate Handbook: opportunity knocks (Internet 

posting of company positions), promotions and transfers, continuing education, associate 

referral bonus, and hotel discounts. 

Orientation Package 

The HR office also uses an orientation package that starts with a “fill the bag” sheet 

requesting information for five interesting facts from each associate about themselves and 

their lives. The HR office uses this information to organize employee get-togethers and 

celebrations, as well as to pleasantly surprise each associate with something they have 

indicated they value. That packet includes the Associate Lead Referral sheet, which promises 

a $10 incentive in cash for any qualified sales lead associates provide to the Sales 

Department, the Associate Awareness Training Program, and a five-part Safety Training. 

Performance Scorecard 

The bonus potential for bonus-earning salaried associates is 25% of quarterly 

earnings and in order to achieve it the hotel needs to accrue 100 points. The total available 

number of points, including the bonus points, is 125 bonus points. The Performance 

Scorecard indicates the different areas in which salaried and management associates are 

being evaluated to receive a bonus: 55% of the scorecard points (55 points) are determined 

based on revenue and profit results; 20% (20 points) go for guest satisfaction scores; 15% of 

the points (15 points) come from associate opinion results and turnover figures; and 10% (10 

points) come from successful brand-name audits, management company compliance audits, 
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and risk and safety audits. There are also a maximum of 5 bonus points that every hotel 

receives for community involvement (specifically, the dollar-for-dreams initiative), as well as 

a maximum of 20 bonus points that can be received for good guest satisfaction (GSS) results 

(double points are awarded if the hotel is in the top 10% in the brand). The Performance 

Score Card rates all hotel properties managed by the company according to the five areas for 

distribution of bonuses to the management staff. The overall rank of the case-studied hotel is 

3 out of 44 for 2007. This hotel also has 15 bonus points for guest satisfaction and 5 bonus 

points for community involvement (highest number of bonus points in the company). There 

is a gatekeeper that determines whether bonus points accrue. There is one of two conditions 

that needs to be met in order for the incentive to be scored: 1) the budgeted house profit for 

the quarter should be achieved; 2) for a full-service hotel the budgeted house profit (net 

profit) should be within 10% of budget and the flow (gross profit) should be 30% of lost 

revenue vs. previous year.  

Interview Rating Sheet 

This is one of the few existing written guidelines and procedures for managing the 

human resources at this hotel. It is used for hire and promotion of associates. It evaluates six 

areas of performance: customer focus, teamwork, problem solving, planning, prioritizing, 

and integrity. The interview questions use the SHARE model: Situation, Hindrance, Action, 

Result, and Evaluation. 

Behavioral Standard and Structural Interview 

This interview is also called “Career Architect,” and was used specifically in the 

process of hiring a new General Manager of the hotel during the data gathering process of 

this study. In addition, the Interview Architect Express FastFlip is an interviewing product 
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that the hotel uses for screening and selection of new applicants, especially those in 

management positions. There are three main sections of this document that contain 

competencies in the following areas: Strategic Skills, Operating Skills, and Courage. The 

fourth section contains several focus areas. The Strategic Skills section reviews several 

interesting personality characteristics, such as decision-making, intellectual horsepower, 

learning, problem solving, dealing with ambiguity, perspective, and creativity, which could 

also be culturally driven human characteristics. The way that features such as these are 

discussed reflects the Northern American business reality of individualistic qualities 

considered as more positive and marketable than opposing collectivistic qualities. 

Consequently, selected leaders suitable for the US business context may not see the subtle 

and often unspoken and assumed personal qualities of associates from different cultural 

backgrounds. Furthermore, the Operating Skills section, too, contains such qualifiers as 

delegation, developing direct reports, directing others, informing, and managing work, which 

could be described and interpreted differently from the viewpoint of different cultures. For 

example, risk taking, future orientation, and delegation, which are listed as positive themes in 

the FastFlip, are not always practiced in the same forms and regarded as positive by other 

cultures. 

The third section, Courage, features skills that are described with the following 

themes assessed as positive in accordance to the US American cultural reality: willingness to 

debate, taking the lead, confronting direct reports, and not being intimidated by those in 

power. Qualities such as “standing alone” have been evaluated as positive for the ability to 

take criticism, to show courage in the face of opposition, and for the willingness to take risk. 

Once again, similar qualities may not be positive for other cultural representatives. The 
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action orientation of an employee is also culture specific, because there are cultural values 

that do not have a high tolerance for mistakes, and which value the being-orientation more 

than the action-orientation. The FastFlip interview tool that the organization uses also 

includes other qualities that are not necessarily very viable as positive candidate features, 

according to different national cultural values: political savviness, organizational agility, 

career ambition (seizing opportunities, setting high goals, and marketing oneself), comfort 

around higher management, and interpersonal savviness.  

However, the FastFlip Interview has one page dedicated to different cultural contexts 

(Asian and Northern European), recognizing that the national cultural background of 

candidates does make a difference in evaluating their personal qualities. Humility is the 

quality described as “getting things done quietly without unnecessary noise; quickly 

admitting flaws and mistakes; helping others save face in difficult situations; maximizing the 

contribution of all; modesty and self-effacing.” 

Associate Opinion Survey Results for 2007 and 2006 

The hotel performs an Associate Opinion Survey (AOS) semi-annually, once in May 

and once in October. An outside company is tasked with the process of data gathering and 

analysis. The AOS consist of an online-based survey of 38 questions, which each 

participating associate rates favorably, neutrally, and/or negatively. The hotel HR department 

receives the results in an aggregate report format per department based on the question 

number. Consequently, the HR office of the hotel disclosed to the researcher only numeric 

statistical information per question type per department. Qualitative information of the open-

ended survey questions was not disclosed. Data included the results of the following eight 

hotel departments: Housekeeping, Accounting, Engineering and Security, Banquets, Sales 
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and Marketing, Culinary, Outlets, and Front Office. Table 2 in Appendix L reveals the total 

average results for 2006 and 2007 of the eight departments of the hotel in percentages and 

per category of responses: favorable, neutral, and negative. 

Findings 

Participants 

 There were a total of 17 respondents who participated in the study. Their names are 

listed in Table 3 below. Several of the names are pseudonyms selected by participants 

themselves and the rest are pseudonyms selected by the researcher. All of the 17 participants 

were interviewed with the semi-structured interview guide (Appendix G). Of the total 

number, 14 provided written reflections (Appendix E) that helped to form their participant 

profiles and confirmed their perceptions in relation to the studied concepts (the humane 

organization and meaningful workplace). There were seven countries representing the 

national cultural backgrounds of the 17 participants. The Human Resources Director of the 

organization was also interviewed. She represented the higher management’s perspective on 

most of the interview questions edited in a separate interview guide (Appendix K). She 

revealed the strategic vision and future organizational plans that she intended to implement 

for the development of the hotel’s human resources. Her opinion on these topics was 

regarded as an oral documentation, based on the fact that the owner company of the hotel 

was relatively young in age and did not have a variety of written human resources 

management literature established. 

Participant Descriptions and Personal Values 

Participants’ personality profiles and values were described, as captured from the 

interviews, written reflections, personal communication with the researcher, and 
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observations. These personality characteristics are useful in the attempts to better understand 

the implications of participants’ cultural backgrounds. In addition, participants’ demographic 

profiles can be seen in Table 3. 

Table 3. Participants’ demographic profiles. 

N Name Age National 

Background 

Born & raised Years in 

this hotel 

Education 

1 Jocelyn 
Marie 

25-34 West European USA 7 Bachelor’s 

2 Thomas 
Moore 

35-44 Italian, English, Irish, 
Lithuanian 

USA 2 Bachelor’s 

3 Owen 35-44 East Asian East Asia 6 Some college 
& certificate 

4 Ralph 35-44 South and Central 
European/  

Southern Europe 1 Some college 
& certificate 

5 Sally Johnson 18-24 English, Hispanic, 
Greek, Ukrainian 

USA Under 1 Associate’s 

6 Jack 45-54 African-American USA 1 Associate’s 

7 John 45-54 South & East European USA 7 Associate’s 

8 Kate 45-54 Italian USA 4 Some college 
& certificate 

9 Bob 25-34 East Asian South America Under 1 High school 

10 Pat 25-34 Anglo-American USA 1 Bachelor’s 

11 
 

Alexandra 25-34 South American South America Under 1 Bachelor’s 

12 Mat 25-34 East Asian East Asia and 
USA 

7 Some college 
& certificate 

13 Stan 55-64 North African North Africa and 
Europe 

1 Master’s 

14 Nora 25-34 African USA 2 Associate’s 

15 Trixie 45-54 Polish USA 1 Associate’s 

16 Veronique 55-64 Anglo-American USA 6 Bachelor’s 

17 Haefy 25-34 German, Irish USA 1 Bachelor’s 

Observation data. Jocelyn Marie was friendly, patient, and reserved. She looked 

eager to start the interview. Although she had an appointment scheduled after our discussion 

and the questions extended beyond the time allotted, she did not show impatience or signs of 

disapproval in any way. She was detailed in her explanations and thorough in the examples 
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she was giving from the past. She seemed animated and excited about the values of the 

company and the way they had demonstrated their concern for people. She expressed herself 

with the use of hand gestures. She admired the company’s liberalism in managing, in their 

positive culture, and in her immediate supervisor’s genuine care for people. Her only 

hesitation was when talking about the flexibility of the working hours and wishing for more 

work-from-home options. In addition, Jocelyn Marie insisted on her professional growth 

opportunities and encouraged the open-door policy of communication that allowed 

interaction between different levels of associates. Change was easy for her and she adapted 

well to change. Jocelyn Marie was a bright optimist and a future-oriented person. She 

explored different variations of how to achieve things and believed that there was a different 

way for everybody. Personal touch and the unique characteristics of each personality were 

things she felt strongly about. Furthermore, she believed that people had absolute control 

over their faiths and could determine what should happen to them and how to feel about it.  

Kate seemed reserved and a little unapproachable. However, she was very friendly 

and bright. Her speech was eloquent and vivid, as well as unambiguously straightforward. 

She had a pleasant sense of humor. She stayed relaxed in her chair during the lengthy 

interview and, in spite of her busy schedule, seemed to be engaged by the topics discussed. 

Kate made frequent eye contact and used hand gesturing to express herself. She loved pets. 

She liked order and accountability. Her upbringing and family culture had taught her to be 

hard-working and work-committed. She felt very proud to describe her self-sacrificial work 

ethics, in which she had no time for herself and did not feel the need for it: “It’s the way I 

was brought up—you don’t call off, you go to work. Unless you’re bleeding or dying, you’re 
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there.” She did not like chatting, listening to people share about their personal lives, and 

getting in closer relationships with colleagues. 

Bob was calm, friendly, and polite. He seemed like a patient person with a lot of 

optimism about human nature. He did not use many body gestures during the interview and 

did not express any signs of impatience to terminate the conversation, although it was 

extending well into the evening. Bob was a soft-spoken and quiet person, whose priority was 

“to stay out of trouble.” He was not materialistically oriented, and was rather “laid back.” He 

was cautious with people because he was a foreigner:  

I said I always am conscious about things, but I always pay attention to people and I 
try to be conscious about it because again I’m in a foreign country. I’m from a 
different country and I’m new up here, so I’m still learning as I go. 

He believed that the first impression was a wrong stereotype that people usually 

created. Not coming from the same background makes people incapable of understanding 

enough in order to judge and make first-impression conclusions. 

Haefy was one of the promptest participants in this study. He approached every 

assignment with a genuine interest and eagerness to complete it. His interview was conducted 

over the phone and not much was observed from his non-verbal behavior. However, his voice 

was vivid and animated, very passionately describing the organization and his dream 

workplace. 

Trixie was friendly and always apologetic if she had to delay the interview or any of 

the other study assignments because of her busy schedule. She was modest and she felt 

touched by the invitation to participate as well as by the fact that her opinion was considered 

valuable. She appeared with a coffee mug and a pile of paperwork to be occupied with during 

the interview, but she seemed absorbed by the flow of the questions and did not touch her 

work often. She called her desk “my house” because she spent a considerable amount of time 
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there. Everything was perfectly arranged on and around her “house,” including the pictures 

of her sons.  

Nora was pleasant, friendly, and always smiling. Her schedule was extremely busy 

and, in spite of that, she always apologized if she had not completed any of the research 

projects on the initial deadline. Her tone of voice was calm and changed only when she was 

expressing strong feelings of dislike. She seemed brave and confident in her leadership. She 

believed in personality testing and matching at the workplace in order to improve 

communication and personalize management techniques:  

I also think that we should take personality tests and caliber tests. I think those are 
important because they tell you a lot about a person. I do believe in personality 
typing. I think if we did that it would cut out a lot of problems. 

Stan was relaxed in his office chair, concentrated entirely on the interview. He did not 

gesture much, besides some body movements and leaning to the back of his chair. Several 

topics, especially those concerning cultural differences and community involvement, 

produced sincere interest in him. His attitude seemed self-assured and uncompromising. His 

opinions had a strong personal presence. His office was very business-oriented, void of 

personal items and decorations. 

Thomas Moore was an energetic and enthusiastic character. Most of his non-verbal 

cues were facial—eye expressions of irony or animation, accompanying his tone of voice. He 

had crossed one leg over the other in a relaxed position and conversed with a sense of humor 

that demonstrated interest in the interview questions. Thomas Moore was very competitive 

and goal-oriented. He described himself as “top-effort.” He liked change, was strongly 

against dictatorships at the workplace, and proclaimed freedom for everything. In spite of all 

these characteristics, he was a family advocate and a team player. He was very sociable and 

personable in his service to the guests as well as in his interaction with colleagues. 
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Owen shared that he was thorough in his work and took pride “in making sure things 

are done right.” He said he was very reliable, a hard worker, and a dedicated employee, who 

always put his family first. Owen seemed shy because he was not confident in his English 

proficiency. He used gestures and laughter when talking, as well as leaned forward in order 

to hear the questions better. He was always friendly and brightly smiling. He felt 

uncomfortable and apologized often when people were knocking on his office door during 

the interview. All his colleagues seemed to be in very friendly relationships with him and 

everybody joked with him. Owen accepted extra work as a duty, not a burden placed by 

leaders. He was a dutiful person who lived and worked for his family, showed concern for 

colleagues, and regarded helping team members highly. For example, he said that he would 

not schedule his vacation for more than a week because that could cause difficulties to his 

colleagues in the department. He was modest: “I am not perfect. We all make mistakes but I 

think I do my job well.” He valued education, and believed in God and destiny: “some things 

happen for a reason.” As far as community service, Owen approved of the organization’s 

efforts but did not get involved. He also had strong work ethics about keeping personal 

matters off the clock.  

Meeting Ralph was an interesting experience. Even though his day was unexpectedly 

interrupted by the researcher, he extended a polite and gallant invitation for conversation. He 

was a friendly, always smiling, and helpful personality. He dressed professionally during all 

encounters, made frequent and expressive eye contact, and was very personable. Ralph 

valued the chain of command, consistency, and structure. He had a deep sense of honor and 

pride and did not like to ask for help. He was straightforward when communicating, but 

because of his pride would hold some feelings internally and not discuss them with the one 
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they concerned. He did not like fear and humiliation. He loved to be in control and to be 

independent. Respect and recognition by peers meant a lot to him. Furthermore, he valued 

esthetics, good food, travel, and cultural differences: 

 …but there is one item that is very interesting and it brings all together is food. All 
the places I worked, when we sit down at the table for the meal was not barrier of 
language to express our feeling, or talk about anything… 

Sally Johnson was composed and slightly shy. She did not volunteer comments 

easily. She was a modest and emotional person: “I’m an emotional person and I let things get 

to me and I try not to, but it happens.” She preferred simple and straightforward people. She 

was competitive on the job, but she also described herself as a team player.  

Jack was friendly, smiled often, and did not use much non-verbal communication. He 

awaited each question patiently and did not volunteer detail of the explanations, except on 

topics he felt strongly about, for example, the need for more vacation and sick leave benefits 

or the necessity of more educational benefits. 

Mat was shy and reserved, as well as rather inexpressive of feelings. He was 

composed and serious, smiling mostly when asked about his family. Mat stated that growth 

in the position was not important to him if compared with his family. He demonstrated high-

power culture in respecting his superiors and dutifully executing orders. However, in time he 

was not intimidated to discuss the mistakes of the higher-ups: “I just do what they want me to 

do. They want me to do it this way, I will do it this way. If it doesn’t work I tell them and if 

they say go back to the old way I go back to the old way.” Like the other representative from 

an Eastern culture, he was not involved in community initiatives because taking care of his 

in-group (family and department) was more important.  

John was always smiling and friendly, as well as apologetic if his work schedule 

prevented him from being punctual with the study assignments. During the interview he was 
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calm and patient, but did not volunteer much detail and answered briefly most questions. His 

posture was alert and ready to respond to his radio. His focus was the family. However, as 

witnessed by his seven years of service at this hotel, he was committed to his job and the 

organization. 

Pat was relaxed during the interview, sitting on the floor and watching her little 

daughter play. She did not falter as she shared good and bad about her workplace. She 

attributed the negatives to the type of business, not to the organization. Pat smiled often and 

used hand gestures to express herself with vigor. She had a very sensitive and emotional 

personality. Her family was a priority for her over career growth. She was a believer in the 

control of God as a higher power, but thought that people also determined their destiny by 

the choices they make. Pat felt passion for social work and had served in a non-profit, 

completely altruistic organization that was helping kids with troubled families.  

Alexandra was warm and smiling, with the customary warmth of greeting for her 

South-American culture. During the interview she was very expressive, both with her non-

verbal gestures and her facial expression, as well as with intonation and tone of voice. Her 

face brightened and she expressed emotion while describing a positive feeling or event. 

Alexandra depicted herself as a very competitive, detail-oriented, and impatient person who 

preferred personal communication and confronting problems instead of waiting patiently. 

She thought that employers should be “conscious about people, and people are people, and 

people are different and have to accommodate every different personality.”  

Veronique’s interview was conducted over the phone. She seemed friendly, interested 

in the discussion, and sincere in responding. She was willing to go in depth of explanations 
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and examples, expressed varied intonation, and demonstrated animation about several topics. 

Her attitude was generally optimistic and especially grateful to her company. 

Results from Interview Questions, Document Analysis, and Observations 

This study engaged in an exploratory single case design in order to pursue answers to 

the research question mentioned earlier in this chapter. To achieve that purpose, the process 

of data gathering involved written reflections, interviews, observations, and document 

analysis. Based on all reviewed data, nine sections emerged that classified the findings of the 

study in the categories presented in Table 4 below.  

Table 4. Interview Questions as categories of data from all data sources. 

Question Number  Interview Question 

1 How does the organization support you? 
 

2 How do you perceive the leaders in your organization? 
 

3 How does your organization help you balance work and life? 

4 What is your attitude toward work in this organization? 
 

5 What is your organization’s involvement in the community? 
 

6 What should your organization do to express value of the human 
being? 
 

7 How do you envision the ideal workplace? 
 

8 What would you change in this organization? 
 

9 Would you add something to the discussion? What do you think 
is the place of cultural diversity at the workplace?  
 

Question 1: How Does the Organization Support You? 

 Interview data. Jocelyn Marie’s conviction was that she worked in a supportive 

value-based company where leaders did not act but sincerely cared about associates. She 
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thought that all the eight values of the company are lived by, and leadership preferred to 

support the people who already worked for them instead of hiring new staff. Kate and Bob 

concurred that this organization was very employee-friendly and supportive in terms of the 

work process: “We are very spoiled here, absolutely. Like I said, we get free lunch, we don’t 

have to pay for it; we do birthday cakes all the time.” Kate also explained how the company 

and the people made the working culture, which started at the beginning of one’s 

employment through training, and eventually infused all that was done at the workplace, 

“and they practice it everywhere.” This culture of trust had brought them 50% employee 

retention since they opened. 

Stan stated that the company was employee-oriented, stress-free, and supportive of 

the work process with all necessary resources: “You need to keep asking and you will get it.” 

According to Stan, that was a place where leaders listened to people, showed value, and 

demonstrated interest in their personal lives: “They are very conscious of what their 

employees want and what they need and they work around that. And it seems that their GM 

tailored that. They all have the same attitude regarding the associates and the management 

and executives.”  

Thomas Moore felt “overwhelmingly supported” as a new employee. He experienced 

confirmation by leaders and the company, and felt that if the employees in the department 

needed something they were going to get it. The company developed people professionally 

because it realized that if an employee stopped caring about work, productivity would suffer. 

Thomas Moore used a very interesting metaphor that provided a glimpse at how associates 

viewed their company: “And it’s just like planting a seed: keep it watered, give it some 

sunlight, a little nurturing… All of a sudden it’s going to grow.” The associates are seeds, the 
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pot is the organization, and the soil is the workplace environment that the company cultivates 

for the most fruitful growing of the seeds. Thus, Thomas Moore’s expectations were being 

met by the company but not exceeded: “Maybe my expectations anymore are a little too 

high.” 

On the other hand, Nora thought that the organization was not supportive and people 

were not necessarily taken care of: “I don’t think it’s very supportive, I don’t feel like the 

employees are necessarily valued.” Although Nora did not feel that the company supported 

her as a manager in giving her the right for autonomous decisions and personal 

responsibility, her opinion coincided with those of Thomas Moore and Jocelyn Marie, 

maintaining that if you cared about employees they would perform better, even above and 

beyond: 

I try to make sure that I do value them and take care of them. Like, I buy them coffee, 
you know, just little things like that. They took the microwave out of the employee 
cafeteria and I have a girl that has a weight problem and she just threw herself into 
this diet and she’s in a fragile emotional state because she is overweight and she’s 
really trying with the diet but she had a meal that needed to be micro-waved. Well, 
she went to the different departments and everyone just said, “No we don’t have a 
microwave. We can’t help you.” And so, she is balling her eyes out like “I just want 
to eat”, and so I’m like oh my goodness, I’m like “Why are you crying? What’s going 
on?” And she told me what’s going on. I took her food and I went down the street to 
one of the local restaurants and I was like, “Could you please just heat this up for 
me?”, and they did and I brought it back and I made her eat. I mean things like that. 

 
Furthermore, Nora attested to an additional pressure that the company created by not 

taking care of simple day-to-day items. She had not received her performance appraisal yet 

and felt that in this company people were easily replaceable and that the termination policy 

was inconsistent and unfair: 

It’s not consistent, so I couldn’t say that it was a particular group of people, but we’ve 
had incidents where some employees were caught drinking and it was swept under 
the rug. Another employee was caught drinking and he was terminated immediately. 
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So, it’s like why? Records are pretty similar, one was mentally challenged, the one 
that was terminated and the other ones weren’t. 

Jocelyn Marie expressed the need for more office space. As far as a wish that could 

accommodate her personally, as well as other positions similar to hers, she wanted to see 

more flexibility in telecommuting and work-from-home options. In addition, she could see 

that people needed appreciation, not just money. In relation to this, Kate added that the 

atmosphere the company created was caring because employees were appreciated morally for 

a job well done (at the monthly event of choosing “associate of the month”). Moreover, Bob 

thought that mutual respect was needed for a friendly workplace and this company had 

certainly provided it. He illustrated the contrast with one of his previous employers who did 

not have a very respectful behavior. Haefy also felt that a moral appreciation expressed by 

“thank you” and “good job” was very necessary at the workplace because money was not 

everything: 

You see that every day people look for appreciation, recognition. It is very important, 
from the biggest contributor to the smallest contributor of your day – a passing smile, 
a good morning, something that shows some kind of recognition. So that people view 
each other as people, not as means to an end. 

Even the company values demonstrated that creating a good work environment was 

not all about the money. It was supposed to be a trade-off with other important factors, 

according to Stan: 

If you are really a professional there are a lot of things when you are looking for a job 
and no matter how much they pay you, there are two things you need to consider. One 
example, I have this job here, people I work with are fantastic. Let’s say someone 
comes and offers me a job, say I’m making 50K here and that company offers me 
70K, “Come work for us” and I check and the company is ok, then you check the 
people you will work with. You have to put value to the people you are working with 
and I always put about 20K on the people. So for me to go somewhere else it has to 
be beyond to compensate. Because I am not going to make 70K but in headaches. … 
So, you have to put a dollar value to the people you are working with. I always do 
that. It’s helpful to see if you are going to get along with the people you are going to 
work with. That’s why I put a high value. 
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Furthermore, Haefy added something that appealed to him as a feature of the 

supportive work environment―structure. He said he was very attentive to the way things are 

supposed to be. At the same time, he was also very attentive to the ability to be creative and 

unique. For Kate, too, things were good when they were structured and she liked the policies 

in the organization because without structure chaos formed and often involved negative 

consequences. She supported accountability for empowerment in the line positions when 

satisfying the guest was involved: 

There are times, and there are a lot of things here that are very structured, and of 
course we have policies and procedures, and you have a handful of people who will 
always do things the right way, and then you have the other handful of people who 
will try as best as they can not to have to do it…Well, in my particular job, everything 
I do is more structured. So, you know it’s so different then, and I shouldn’t say it’s so 
different from say the front desk manager. They have structure they have to follow 
too. They have to check a guest in a certain way. They have to swipe a credit card, 
they have criteria they have to follow, because there can ultimately be repercussions 
for that. For example, when you check in, we don’t take your credit card to swipe it 
because you said you’re going to pay cash. And you go up and you smoke in the 
room, and you damage the room, and you check out the next morning. I don’t have 
your phone number, I don’t have your credit card. I can’t recover my loss by doing 
that.  

Mat agreed that there was some structure and a certain way things were done in this 

organization: “Usually, tasks are passed down by the ranks and then there are certain ways 

things have to be done.” However, policies were liberal and tardiness was not as strictly 

observed:  

I’ve worked at quite some places. And other places that I have worked at, they are 
very strict about coming on time. If you come 6 minutes late and if you clock 7 
minutes after – you are late. This place here they give you 20 minutes.  

Furthermore, Bob thought like Kate, that control and policies were needed because 

there were irresponsible people at the workplace. For example, he approved of the policy 

monitoring personal communication at work: 
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So, in a sense you do need that control because every person is different and you 
don’t want anyone to be doing things like that, or offend another employee because if 
another employee is walking by and you’re on the computer looking at something 
like that it’s offensive in the workplace. That’s why you need that kind of control, 
because everyone is different. Not everybody is that responsible where you can just 
say, “Oh well, do whatever you need to do”, and that’s why they look at that. 

However, going around strict policies could be useful depending on the situation in 

order to accommodate employees within reason and without harming anybody else. Trixie 

felt that policies were not strictly followed in her office either, especially the Internet and 

telephone conversion guidelines: “It’s a policy but in our area it’s not a problem. Maybe 

that’s being defiant or dishonest when doing that, but we have to live, we have to call in for a 

prescription.” Thus, she witnessed a lot of accommodations of personal needs at work. 

In addition, Bob said that a well-structured and friendly organization needed to 

provide sufficient information, which was key for resolving misunderstandings and was 

necessary for understanding people everywhere, not only at the workplace: “I think the more 

information people have, the better off they are and the better you understand each other and 

learn about each other.” Just like Kate, he admitted that the human mind was intricate and 

always greedy for more, which was one of the main reasons for complications:  

The human mind, we’re complicated people and you know there’s certain greed in all 
of us and we want things to be done the way we feel and we always think that we do 
it better than someone else. And at times I can be that person, but I try to put a brake 
on it and stop, and think, and say, “You know what? You’re just another person and 
whatever you do to that person can always come back to haunt you. So, I try to have a 
conscience about everything that I do. I just try to think of the other person. I’m a 
very soft-minded person.  

The organizational hierarchy was also different than the one in Europe, as a result of 

which leaders were accessible: “Here in America is very relaxed and you call your boss with 

his first name.” Furthermore, Stan could see excessive autonomy in the US leadership style, 

although the chain of command was still present, the organization gave people the tools 
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needed for work, and provided them with personal benefits. In Kate’s description, the way 

this hotel treated people well, in order for them to perform well in return, was by providing a 

variety of incentives and rewards: 

Sometimes Jessica in housekeeping, quite often when the girls have been very busy 
and always being pulled with rooms to clean and they’re short staffed, not last Friday 
but the Friday before, she had an ice cream social for them. So, she paid not out of 
her pocket but out of her department budget for ice cream and sodas and you know 
they could come down at any point during the day and get their ice cream and their 
soda, and she’ll do that three or four times a year. What else do we do? We have, the 
brand as a culture, has employee appreciation week, so during those five days, we’ll 
do five different things and there’ll be prizes and giveaways and different treats and 
each day is themed. HR does that, and then we all do the work. 

In addition to that, Stan and Kate thought that the workplace needed accountability 

and balance between the dollar bottom line and the humane treatment of associates. Kate 

maintained an opinion that giving was not educational and edifying for the new generation of 

employees who often remained ungrateful. She thought they were spoiled, took advantage, 

and had no loyalty to the organization. They felt entitled to privileges and wanted more and 

more benefits. This phenomenon, according to Kate, was due to the nature of the selfish 

human heart that always wanted more and was never grateful: 

Gi’me, gi’me, gi’me, and they’re never happy, you know and sometimes when you 
have those kind of people it contaminates the other people and you get this. I think 
you need a good balance of both. I don’t think it would work by saying all we’re 
going to do is give you everything. We’re going to give everyone a cell phone; we’re 
going to pay everybody’s bus pass; we’re going to pay all your health insurance; 
we’re going to contribute to your 401K; and we’re going to do all this and all we 
want you to do in return is your job.  

In Pat’s opinion, an organization with employee-friendly work environment should 

most of all treat employees with respect and fairness. This organization provided a relaxed, 

laid-back work atmosphere that had achieved the necessary personality-organization fit that 

Jocelyn Marie, Haefy, and Kate had talked about. This workplace also cared about 



 155

employees and provided opportunities for people to further themselves professionally: “they 

are really looking after their employees,” “make the employees happy,” “supporting them in 

all their decisions,” “treat everyone with respect, no matter who they are” (Pat). And just like 

in Thomas Moore’s reflections, Alexandra thought that organizations could be profitable 

when putting employees first because they would achieve better results: “And the happier the 

employee is, the results will be better because if this person is happy, they are doing their job 

and there are fewer complaints in the hotel, less refunds, adjustments, stuff like that, so it’s 

profitable, yeah.” The guest must have a good experience and that, in Alexandra’s words, 

depended on the way employees felt about themselves.  

Haefy also defended the balance of interests between individuals and the 

organization, the reconciliation of personal goals and organizational goals. To a great extent, 

that was done through carefully choosing the personality type to match with the position 

type. Haefy was happy and optimistic, because this organization supported him well by 

asking how he felt personally and at the same time preserving the company’s interests. 

Unlike Nora, Trixie found that the company had an understanding attitude toward 

mistakes. She felt informed and not left out from the important things in the office. 

Furthermore, another positive feature in Trixie's perception was how problems did not have 

to escalate upward because responsibility was encouraged everywhere: “I think that in the X 

Company you will be able to even start lower and have them take care of you without having 

to go higher up.” According to Bob, this was a well-organized and structured company that 

expected a lot, demanded a lot, and gave a lot back. This was a company that corrected 

mistakes and backed people up. If Bob could not handle something, they did not put him 

down, but instead stepped up to help him out. And to conclude the company friendliness 
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discussion, Haefy stated that the ideal workplace provided a combination of financial, 

emotional, and personal appreciation; in respect to which comment he rated this hotel at 

seven out of ten in employee friendliness. He saw good directions that the company was 

trying to take, but he wanted to see more results, which in this industry were hard to obtain. 

In addition, the parent company was “pretty supportive in dealing with other life 

issues outside of work.” Besides Sally, John also felt personally appreciated and recognized 

by the corporate higher-ups who valued him “as a human and as part of a team in different 

ways in the yearly reviews that you get and the feedback you get during the yearly reviews.” 

There were always things said or mentioned throughout the year that let him know how he 

was appreciated. This was why John believed in the culture of the company and that they 

would make attempts to accommodate a person before losing him/her. Similarly, Veronique 

had never worked for a disrespectful place. She thought that the leaders in this hotel provided 

associates with the resources and tools for performing their job. Veronique also had no fear 

to speak to leadership or colleagues about anything. According to her, the attitude of the 

individual (be it positive or negative) determined what kind of support he/she would receive 

from leaders, departments, and the organization. 

On the other side of the opinion spectrum, Ralph did not see recognition (neither 

moral, nor monetary) in this company: “I want to know, I want somebody to tell me, ‘You 

are doing a good job or you are not doing a good job.’”  He felt disillusioned and his love for 

the profession was temporarily killed. In Ralph’s opinion, respect for people was important 

in everything you do, especially at the workplace: “I believe no matter what or where you go, 

if you have respect for the other people you can accomplish more in your life.” Nevertheless, 

Veronique felt that this company demonstrated recognition and value for her personal 
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achievements and contributions. In this line of thoughts, she also stated that a company 

needed to display compassion and respectful behavior to a person in order to demonstrate its 

value. Furthermore, Alexandra wanted to see regular employee-of-the-month recognition 

celebrations, whereas in John’s words, the company expressed their friendliness on a daily 

basis in the simple things like greetings, supporting risk-taking, and pardoning mistakes. Mat 

also noted that the hotel recognized and celebrated successes: 

They are good at recognizing what you have done if you are mentioned on the guest 
service score you get up to a $1,000 a year. And also there is a server superstar that 
your associates can nominate you to be a superstar if you have done excellent that 
month or week, whatever, they can nominate and if you get selected you get $100 that 
month and a free stay at the hotel with breakfast. So there is an incentive to do a good 
job. 

Thomas and Mat shared that in this organization people were not monitored and 

followed around. There were personal conversations during the day. There was trust for the 

good performers. The policy handbook was not taken literally even by the director of the 

department, Sally said: “I don’t think that too many places take it very literally, umm, and if, 

if they did I probably wouldn’t want to work for a company like that.” Instead, people felt 

free to be themselves and to call home or somebody they needed during the workday. Thus, 

compared with Sally’s previous job, this workplace was ideal.  

And although he thought this company was “pretty much friendly,” Jack said that 

employees were never first: “I don’t believe that they think the employee is first. I mean they 

need the employees, but they’ll worry about the employees after they worry about the 

customers.” That could be because policies were not fair and people felt restricted by them. 

In Jack’s opinion, associates needed to overlook company policies according to the situation. 

For example, concerning the unguaranteed pay-increase policy mentioned in the Associate 

Handbook, Jack expressed his conviction that everybody who worked diligently should be 



 158

able to receive a raise. The opposite was unfair and it was sad to see the company follow 

unfair principles. Similarly to Ralph, Jack, and Mat, Nora also felt that sometimes the 

company did not care to keep competent people, but instead kept people who abused the 

situation and took advantage of the hotel. Mat gave the example of a certain employee from 

his department who had consistent tardiness and absenteeism at work, but time passed before 

somebody took respective disciplinary actions.  

Also, Thomas expressed his opinion that a caring organization needed to conduct 

surveys regularly in order to check employees’ feelings and limit the increasing company 

expectations. Alexandra was curious to find out how the upcoming AOS would turn out in 

May. She was also the type of person who needed sufficient information in order to be 

productive and happy. Furthermore, like most participants, John trusted the AOS process for 

sharing opinions and thought that the company would make efforts to implement people’s 

opinions if that made good sense. However, John also thought that because the AOS was 

done by an outside company, often times organizations did not do anything about the results: 

“Too many companies go through the trouble of hiring firms to do an opinion survey and 

never do anything about it. This affected employee morale and eventually lead to an attitude 

of ‘I don’t care anymore.’” 

The associates’ opinions were always considered in the studied hotel by conducting 

semi-annual AOS surveys, once in October and once in May. This, in itself, was a form of 

intrinsic motivation and non-monetary appreciation, according to Kate; plus people received 

other small treats. Haefy, too, thought that the company demonstrated value for employees’ 

opinions. However, in his perception, the surveys should be conducted more often. In 
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addition, HR should not be the only place for compassion and sensitivity, but a strong caring 

culture throughout the hotel should be created.  

Finally, Alexandra thought that employers should be conscious about and 

accommodating every differing personality. For good employee relationships, organizations 

should provide physical tools, support, freedom, and pleasant atmosphere:  “…the 

relationship that you create and the environment you set to create those relationships, I 

believe it can be done.” The workplace should also recognize differences in individuality and 

be flexible in relation to company policies, Veronique added. 

According to Jocelyn Marie, the company encouraged self-directedness and creativity 

of associates: “I do the daily newsletter each day and they give me foray to put whatever I 

want out there. So, there is a lot of creative aspects.” Thomas Moore also agreed that 

creativity was supported in this organization. He was encouraged and empowered with 

everything he could think of in relation to improving the work process for maximum yield of 

business results: “They’ve helped me develop my work persona. They’ve helped me find a 

way to showcase the place.” In addition, Jack needed creativity in order to expand the job 

and not to be bored.  

Stan concurred with Jocelyn Marie, Thomas Moore, and Haefy that one could find 

ways to be creative in this organization. Trixie was another happy associate because of the 

understanding attitude toward mistakes in this hotel. Here, she was able to think and develop, 

compared to the bad place where she worked before. She also had opportunities to be 

creative. Her colleagues needed her input for their fun and creative projects: “And, you 

know, we could’ve just made the signs ‘the meeting is here’ and it would have been 

acceptable. But I was thinking about that person approaching it to be personalized not just 
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words.” In the same manner, Haefy expressed his appreciation of the type of organization he 

worked for and “the ability to be spontaneous and make something different and more 

appealing and to take it to the next level is something we try to do every day. Even the 

vendors come in and give you something plain and you have a way of dressing it up. That 

will improve our guest experience here. That is definitely a form of spontaneity.” 

Furthermore, Bob felt free to add and express opinion. He confirmed the existence of 

the open-door policy that Jocelyn Marie talked about. This organization presented not a 

threatening environment, but an encouragement for people to voice observations. Bob had 

witnessed how HR was a trusted resort to venture a complaint in “a shut-door conversation” 

that other associates have used and have not regretted. He also presented himself as a very 

independent thinker who voices opinion, especially when treated with disrespect. Close 

direction, orders, and dictatorship made his work environment meaningless:  

I would not subject myself to anything like that because I’m an independent thinker. I 
like to voice my opinions. I like to be free. I was born and raised in a democratic 
society and that’s the way I am, you know. I don’t want to subject myself to one 
person telling me how to live my life. I understand you work for a living and you’re 
not always going to get what you want but I don’t want to work under a dictator 
either, where you are going to be afraid to come to work or afraid to say what you 
feel or afraid to ask for things, you know. It’s not going to make me happy and if I’m 
not happy, it’s meaningless to me. And my money is going to mean nothing to me if 
I’m not happy. I’d rather go live on welfare. 

Moreover, Haefy felt empowered with freedom and opportunity. Empowerment was 

needed to make a difference, and making a difference provided meaning. Stan added that 

there was enough space for empowered and autonomous decisions in this hotel. People were 

left alone to make their own choices and were provided with everything they needed for the 

performance of the job. Nora, on the other hand, said that she did not have an autonomous 

decision, that she needed too many approvals for simple things to be implemented in her 

department:  
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Well, first I would have to go to the director of X, and then accounting, and then I can 
order things. But I have to get so many signatures and it takes so long and then they 
have to be manufactured and the logo put on them but I couldn’t do anything until I 
had gotten their approval. 

Participants in this study perceived decision-making as a valuable support from their 

workplace. For Owen, participation in decisions meant empowerment and he felt he had a 

sufficient amount of it: “Yeah, it’s like, the three of us put our heads together…” On the 

opposite opinion, Ralph, just like Nora, felt that he had no decision-making power in his 

department, even though he agreed that the company’s corporate office valued 

empowerment. He needed his complete autonomy and control over his management 

responsibilities in order to be as useful and as productive as he was before: “I was like a 

machine before. I did not stop. I was happy, really happy… They need to give me back all 

my power.” Sally Johnson also saw empowering people as a value and felt personally 

empowered for decision-making by leadership: “I see them, you know, they really kind of 

give you the power to make decisions and will back you, um, as far as those things go.”  

Jack thought that, in general, suggestions were accepted in this company, but often 

found that leadership did not listen. He also, like most participants, needed self-directedness 

and freedom to perform: “Right, on my own, instead of going to check and, you know, ask 

this person to do this, certain things like that, I mean, there’s a lot of, uh, what do they call 

that, uh – micromanaging here.” Even for Pat, the ideal workplace was to be free to be 

herself and to feel constantly challenged. And although she felt empowered, she often 

checked with superiors in order to make sure before taking an important decision. Pat felt 

flexibility to be creative and freedom to express her opinion at the associate opinion survey 

(AOS), whose answers she kept generic in order to preserve confidentiality.  
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Furthermore, Mat was allowed to take decisions in his department. However, that was 

more of a reality at the beginning of his employment seven years ago: “When I first started 

everything was up to me. I could schedule anything I needed to schedule. But with the new 

manager, he wants to be in control more.” Veronique strongly stood for complete autonomy 

in the work process as far as the manner of achieving things. She needed to be completely 

trusted with responsibility to get the job done under her own supervision. John also saw 

freedom to take self-directed decisions, although he admitted that some boundaries existed 

and he wanted to see more respect from leaders about people’s different opinions: 

I would have to say empowered is a perfect word, I mean it is somewhat, you have 
your boundaries again, it is somewhat authoritative. But you are given the freedom to 
make decisions on your own, take care of whatever has to be taken care of, whatever 
it is. If you have to adjust anything whether it’s a rate from a room, take away 
someone’s parking charge, whatever you have to do to accommodate the guest and 
make sure the guest is happy.  

And although culturally different, Alexandra did not experience any pressure to act 

differently. She felt freedom to display her spontaneous personality. She liked to be asked 

about her opinion, to propose things, and to bring new ideas as a fresh outlook in the 

company: 

To be recognized that you are doing a good job… (pause) Just allow me to have that 
freedom. If I have the information of what the hotel is looking for to be able to 
decide. I like to be supported and I like to be asked, “What do you think we should 
do?” And in my case I am asked several times, “What can we do to do better? What 
do you think about this? What can we do in the restaurant?” And everybody should 
be asked the same questions because they work here. They should be proud of the 
organization. It is not just a place where you go and put a number of hours. And to be 
able to teach that to people. So, stuff like that is making people feel like they belong 
in here. 

Haefy valued the learning opportunities presented by communicating and working 

with different people in this business. Bob was a curious person who valued learning as well 

and liked to learn about people from observation. He also appreciated the training 
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opportunities that the company provided associates with. In that respect, as Stan stated, 

training was important in order to create good employees. In addition, Owen valued 

education and thought that the current organization was a learning work environment. 

Learning the business as something new in life was meaningful for Jack and Alexandra. Sally 

Johnson needed challenge (“I need work to kind of challenge me and I am a very competitive 

person”) and concurred that this workplace kept people challenged. Sally learned by doing, 

not by seeing, and she also affirmed that the company tolerated mistakes as a learning 

experience. She had not yet received much sales training, but stated that this hotel trained and 

coached employees well. Furthermore, learning and knowledge were most valuable for Ralph 

(”all these places made me rich in knowledge”). He could see open horizons when traveling 

in different cultures. He expressed skepticism about the necessity to train associates in their 

responsibilities when they lacked the inner feeling and commitment:  

I could teach them how to prepare the x but I can not pass to them my 25 years of 
experience for a couple of days. It is a personal learning trip that everyone interprets 
their own way. When I am telling them to redo something, they don’t see it through 
my eyes. They don’t understand that the readiness to learn needs sacrifice. Nobody is 
ready to sacrifice. 

Jack, however, expressed disagreement with the company’s lack of support for 

pursuing personal interests. According to him, the company should not only support 

associates time-wise and financially for pursuing job-related degrees, but should also support 

everyone who wanted to just take a class and grow: 

A lot of companies go with, you know, there’s got to be something with, you know, 
your field. Maybe you want to change your field, maybe you want to become a nurse, 
so why can’t I take nursing classes? Maybe I want to be a nurse or a doctor or 
whatever, maybe I’m trying to, uh I don’t know, maybe I’m trying to get my 
doctorate, you know. You don’t know what’s in a person, what kind of schooling they 
have. So you know, I believe that even if they’re going for something else, it’s a 
broader band of, you know what I’m saying, making them smarter, more open to 
other things, so that you got a more rounded employees. Maybe they might,…maybe 
they just want to take the courses. Maybe they don’t want to be, maybe I just want to 
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see how they are, and yea, I might want to do music, something… I mean maybe, 
they are a good musician. 

On the other hand, Pat was eager for learning and experiencing (experiential learning) 

new things, as well as appreciative of the professional training the company sponsored her 

for, “so, I think that, that’s something that proves that they’re really looking after their 

employees.” Furthermore, Alexandra not only found training as extremely important, but also 

recommended an on-site training for the hotel. In that respect, Alexandra thought that the HR 

department needed more people in order to be able to provide quality training.  

Also, Jocelyn Marie saw how leadership valued personal and professional growth. 

Growing within the company professionally was meaningful to Kate as well. The company 

cared to give her opportunities for moving into another state as she desired. Haefy, too, 

testified for the professional advancement options this organization provided and he had a 

wonderful example of his own growth path with them, as he was promoted just within a year 

of his employment. In addition, Nora would like to develop her career as well, but instead 

she felt stuck at this hotel with no opportunities: 

I’m interested in moving up and my career has always progressed up until this point. 
I’ve kind of been here for about a year and a half, almost two years in this position, 
and I honestly don’t feel like I could go any further here. This is it for me. I would 
have to go to another hotel to advance my career. It’s like now at the point where no 
one takes an interest. 

Moreover, in a supportive environment, people needed to be encouraged to move up, 

said Sally Johnson. This company was good about motivating people through promotions 

from within. Sally Johnson had hopes for her future personal growth there. Also, in Jack’s 

opinion, in order to feel supported, people needed promotions and growth in the hierarchy. 

However, together with the professional growth, Jack also wanted “maybe a little bit more 

responsibilities, more pay.”  
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I think, eventually, I can move up in this field. I can maybe be a regional x manager, 
for the regional, for the hotels. I mean, it’s meaningful because I’m learning more, 
I’m learning more about the hotel, I’m learning more about the hotel business, so it’s 
helping me look into a whole new field, like seeing what I could do. I believe this is a 
good stepping-stone. 

Alexandra perceived this company as successful in motivating employees through 

promotion and professional advancing because “there is not a year that someone doesn’t get 

promoted.” In addition, the hotel was supportive in encouraging John and Mat to grow 

professionally. On a personal development note, Owen thought that religious support would 

not be denied at this workplace either, although personally he had not had the chance to ask 

for it: “I cannot do whatever I want but what I can do… they are not strictly telling you what 

you should do…you can express yourself…like my belief.” As far as spiritual expressions, 

Jack thought that religion was not allowed to be mentioned because there was an informal 

intolerance in the culture: “I don’t even think you’re allowed to talk about religion here.” 

That led him to share advice about more diversity awareness. Concerning religious 

differences, Mat shared his opinion that employees were accommodated in this organization: 

Religion-wise you don’t really have problem with anyone’s religion. We have 
Muslims, Christians, Catholics, Jehovah-Witnesses, all of them. We had a guy that 
was a Muslim and yes he had pray time. At a certain time he’ll disappear and get in 
his car and do his thing and that was ok, whatever, that is his religion. 

For all participants in the study, pay was an important factor in feeling appreciated 

and taken care of, as well as experiencing the organization’s employee-friendliness. Jocelyn 

Marie started with the statement that in this company people actually received high wages in 

comparison to the industry’s average: 

We will go through, and even last year 2007, we went through a few departments and 
gave everybody increases just because that was giving what the rest of the industry 
was and putting us back up on top because our wages have always been on the higher 
side, because we are a 4 diamond property and we expect a lot from our associates. 
We are not Motel 6. You have to be able to put your personal touch in here. 
 



 166

Furthermore, Jocelyn Marie witnessed that higher management was always ready to 

increase the budget and pay more for quality associates especially on key positions. Bob, 

who said that his major reason for working is to support his family, also concurred that this 

company paid well. According to Trixie, who was a good steward of the company’s finances, 

an HO (humane organization) should provide better health insurance, salary increases, and 

more benefits in order to demonstrate that employees were valued more than the revenue. 

Haefy also gave importance to salary increases, “as everyone is in to make money.” He 

would not necessarily use money to motivate associates, but he would certainly use other 

gifts of appreciation besides a handshake. Stan had a different perspective; he criticized the 

money-driven culture in the United States and said that there was something beyond the 

material happiness that makes a man rich: “Here it is only money that counts. You have both 

extremes – nothing and money. When I reflect on the persons that have nothing, they live 

100 times better than we live.” 

Thomas Moore was influenced by the goal-orientedness of his position. He needed 

more financial rewards, “Not benefits, but more of a bonus, more of a salary. I think that 

should be and could be a little more increased.” The standard of life was an important reason 

for working in order to “one day slow it down and start a family.” Owen also needed better 

pay and bonus with the purpose to support his family best. Ralph and Alexandra confirmed 

that no one would deny more money and bonus pay. Jack repeated several times the need for 

more money and the way money made people happier to work. As one of the long-time-

employed associates at the hotel, Mat supported Jack that more monetary compensation was 

required, and that this being the best hotel in the area employees and managers were not 

receiving the best compensation compared to the competition: “Other hotels are paying more 
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for the positions in certain departments. And this is number one hotel in X (city) and we have 

the most occupancy, and I think we have most revenue, but the department head gets paid 

less.” 

Ralph cared about the respect and recognition he received from his employees and 

from leadership. Even though he needed what he called “human motivation” more than 

remuneration, he wanted evaluation for great performance expressed in monetary terms. He 

wished the projection of sufficient funds in the budget for recognition of overachieving 

employees: 

Here, they recognize when you do the evaluation. So what we do when we do the 
evaluation? I know some people are working more. What would I love the company 
to recognize these people with? Let’s do the evaluation, the right evaluation. You did 
a great job this year, you achieved all the goals. You don’t give them more than 50 
cents. Why do you need to ask can you give one dollar for this? What is the score 
about the one that works hard and still makes 50 cents more at the end? So, I’d like to 
give a premium to people who work really hard. 

Benefits were also very important to everybody in all their variety. 

Jocelyn Marie gave an example of how the company had demonstrated its immense care of 

the associates and their families by allowing benefits like the necessary health insurance even 

in hard economic circumstances, thus ignoring the revenue-making interests of the hotel: 

It’s a company standard – you have to maintain average 30 hours a week or more to 
stay fulltime. They do it quarter by quarter, they review all of your hours and if you 
are under 30 in one quarter you get a warning, and if you are under 30 hours average 
over 2 consecutive quarters then you get dropped to part-time and you can lose your 
benefits. So, W. the President of X, he extended himself and said anybody who is full 
time on 9/11 is frozen in that status throughout 2002 like the following whole year.  

She also mentioned the monetary tuition benefits people received in this company for 

personal development: 

We have tuition reimbursement for school if they are taking hospitality courses or 
fitness courses we have $2,000 a year, either for your current position or 
advancement with the company. So, if you are working in the kitchen and have an 
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aspiration to work as engineering they will pay for your courses even if you don’t do 
that it will be appropriate.  

In addition, Jocelyn Marie shared examples about the company’s family-friendly 

benefits. Their leave of absence and vacation benefits demonstrated care about associates’ 

personal lives. The personal days and the flex-time off had supported Haefy’s life outside of 

work too. Unlike Bob, who preferred some more incentives for good performance, Kate also 

thought that the company offered just enough benefits to make everybody feel good: 

I think it works great for me just the way it is. It’s a workplace. I’m respectful that 
somebody pays me to come in here and do something. They give me health insurance 
and they give me paid time off and, you know, they give me the normal benefits and I 
didn’t ask, whatever I asked for I got. But I personally don’t need anything else from 
what I have. I’m thankful I have a good job, I’m thankful I make a good pay, they pay 
good to do what I do. I don’t think I’m underpaid and I don’t think I’m overpaid. I 
think I’m paid correctly. I’m entitled to bonus based on performance. I have my 
benefits. I have a 401K. I contribute to that they contribute to it. If I have to go to the 
dentist, I’m going to go, no one’s going to say anything to me. 
 
In addition to what this organization was doing for its employees, Bob would offer 

associates shares and make them co-owners in order to increase motivation for revenue 

achievement. Jocelyn’s dreams for improvement in that area remained in the need of more 

flexibility and telecommuting opportunities, work from home, as well as the possibility of a 

daycare on-site, and a three-day weekend if possible. Furthermore, Nora found the benefits in 

this company to be very inadequate, such as: the lack of parking options, the lack of 

reimbursement for company related expenses, and “something as basic as paying my cell 

phone bill, pay for my parking, pay for my dry-cleaning.” She also voted for extra time off in 

compensation for the long hours invested at work.  

Stan made an interesting discussion comparing the benefits available for hospitality 

employees in Europe and the Unite States. He was satisfied with all the benefits of his 

current employer. However, he said that the level of the benefits in Europe was much more 



 169

desirable if it were possible in the United States. This, in his opinion, could never happen, 

based on the complete dissimilarity of the American and European economic and social 

systems, as well as the mentality and work ethics differences: 

Well, here it is different than other company or Europe. There is, you have a lot, a lot 
of benefits, not like here in America. In F., for example, it’s very different because I 
was working for Intercontinental hotel and we had four weeks vacation and the staff 
went on strike because we have a union over there. They stroke to have five weeks 
vacation and after 3 months we got six weeks. So instead of five we got six weeks. In 
F. you have to pay monthly, so we got 13 and 14-month salaries. We had, if you are 
sick the first 6 months you got your pay 100% before going into social security. Here 
in America – no. First of all, here you have one week vacation, in F. you have 1 
month. You don’t do this here. It takes a lot, it takes a whole different system. 
America hasn’t been that way. Here it’s a working country. 

Numerous times Owen, as well as Thomas, expressed the need for more vacation 

days and time away from the organization. In addition to these benefits that provided for the 

prosperity of his family, Owen also preferred some improvements of the physical 

environment in which he worked. He asked for more storage space to avoid cluttering in his 

office. And indeed, the researcher observed poor working conditions in terms of a very 

limited body space and a lot of stored hotel goods in Owen’s office. The only coziness he 

could create was to put a picture of his family on top of the small desk. 

Sally Johnson added that people felt valued when they were given incentives by the 

company. She had observed the way people were accommodated in terms of holiday work 

days. On the other hand, Jack was also an advocate for more benefits, especially sick leave 

and vacation time. Mat echoed Jack’s appeal for more vacation on account of his frequent 

family-related travel. Furthermore, Jack expressed how the sick leave was completely 

insufficient with only three days a year and how it did not cover the average family’s needs 

related to medical problems.  
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Job security was an important factor for participants in two major respects: the 

security of one’s source of income as well as in terms of safety of the work environment. 

Thus, Jocelyn Marie was appreciative of the job security that she found working in this 

organization for the past seven years. The company demonstrated the spirit of care to all 

associates, even in hard business times when other companies were laying people off. They 

just decreased the hours so that everybody could keep their jobs and receive their insurance. 

Thomas Moore and Owen included job security in their priorities as well. To Thomas Moore 

an organization cared about its people when providing for that necessity: “So what can they 

do for the betterment of the associates? A little more security, job security would be nice.” 

And Owen was satisfied in feeling that this company made him secure: “I do not know what 

they think, but I feel pretty secure here.” Jack was also among these participants who 

reiterated the importance of security on the job but by using the same words in a different 

sense. He expressed the need for more investment in protection—enhancing equipment and 

more security personnel: 

I believe there should be more security, but I think they don’t want to pay to get more 
security. There’s not a lot of cameras. When they built this hotel they didn’t even put 
any cameras in, or they put a very minimal amount in. Now there’s, they have a little 
bit more but in key areas they don’t have them. They should have cameras to help out 
and I believe in this office here they built this office, but there’s nobody never in this 
office. I mean, I come down and sit in it but there’s nobody in here. I think, you 
know, Monday through Friday or the busiest part of the days there should be, they 
should hire people to, you know, to sit in this office to oversee who comes in the 
building and who leaves the building and what leaves the building. 

Written reflection data. And although the purpose of the written reflection journal in 

this study was to concentrate on participants’ experience or perceptions of meaningful work 

and the humane organization, several participants did mention organizational support and 

employee-friendly policies in their written reflection essays. For example, the feeling that 

without people to retain, organizations would have bad service and a huge training expense 
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was seen in Jocelyn Marie’s written reflection: “If you do not put people first, they will move 

on, and you will never achieve a good consistent service or product because you will always 

be teaching and training new people.” An employer who does not have compassion for the 

associate is bad, and Jocelyn Marie shared a previous example from her personal experience: 

“The freestanding restaurants just didn’t seem to have as much compassion for the associate. 

They wanted the job done, and didn’t care what that took” (Written Reflection). Furthermore, 

Jocelyn Marie realized that people would do a better job if they felt taken care of: “If they 

think about the people that are working in the company, those people will do a better job, and 

will create a better business/organization” (Jocelyn Marie, Written Reflection). In her written 

reflection, Kate also expressed her perception that if employees were taken care of, it would 

show in their service to the guest and they would be more productive. However, Haefy added 

in his written reflection that “Human Resources cannot be the only area where associates 

receive compassion and understanding. Each individual manager needs to have confidence in 

their ability to maintain a solid working atmosphere with sensitivity to each and every one’s 

unique situation.” 

In his written reflection, Haefy shared that this company’s culture should be 

empathetic and understanding of every personal situation in associates’ lives as well. Thus, 

associates would feel supported “in what it takes for every individual to carry all of their 

responsibilities and individual lives, as well as perform their duties in the workplace.” As far 

as the need for official rules and policies, Jocelyn Marie thought that having no policies was 

better in order to tailor to the specific needs of people and to encourage their creativity: 

“Serving the people in the hotel industry lets me use my technical skills as well as my people 

skills, and creativity” (Jocelyn Marie’s Written Reflection).  
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Jack said in his written reflection that the management team in this hotel was very 

knowledgeable and he learnt a lot. Sally felt that the company supported new ideas: “They 

realize that it takes money to make money and are 100% supportive of new ideas and ways to 

help the company grow, not necessarily in the immediate future but for the success of the 

company later down the road.” And Owen found that the organization supported his 

professional development aspirations and his desire for achievement and professional growth 

through the learning opportunities it presented to him since he was there. 

From Kate’s perspective, expressed in the written reflections essay, the caring 

organization is committed to workers with equal pay and fair rules that apply to all. She 

thought that hourly employees in this organization made more money than others in the same 

business: “But when you divide that by how many rooms they’re cleaning to how many 

rooms they’re cleaning, we actually pay them more.” As Jocelyn Marie wrote in her written 

reflections essay, an HO offered benefits, good pay, paid holidays, sick days, vacation, health 

benefits, and 401K. Her organization gave other incentives to people as well: discounts, free 

tickets, and other offers. They were usually posted in the lunch room and associates just 

needed to read and take advantage of them. In Jack’s view, however, this hotel should 

incorporate a more competitive pay structure as well as a more varied benefit system: 

Good benefits are also good, but if you have a family and you have to pay a lot for 
health care it defeats the purpose ‘cause it does not balance out, so you would be 
continuously looking for a better paying or better benefits in your field. In other 
words, good pay, good healthcare benefits, a good sick time leave, good retirement 
package, and sick leave would be ideal. (Jack, Written Reflection)     

And just like Jack, Haefy wanted a physically safe and secure workplace because “If 

people feel compensated, appreciated and safe, everything else can be handled as it comes. 

People will have patience with most every situation if they truly feel those things. In my own 
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experiences, I have stayed in jobs through hardship when I felt like that (Haefy’s Written 

Reflection).” 

Documentation data. As the voice of the unwritten company documentation, Hadley 

was a supporter of more structure and more policies because people differed and sometimes 

it was not clear what behavior was acceptable. Policies were needed to inform people and 

give them guidance: 

I would like to see structure because again I do think that people need to know what 
they could and could not do. They need to know the guidelines for work and we have 
a big building here. It’s not people come in here to do data entry. People are free 
walking in this building and there are a lot of things people have access to. They have 
access to personal information; they have access to liqueur, to food… They need to 
know what they can and cannot do. 

She also illustrated that the company had a culture of understanding and forgiveness 

of single mistakes. Hadley described how they tried to find the reason and offer an alternative 

position if “we put them on the wrong spot”: “So in order to move ahead, we believe you 

have to make mistakes, you will make mistakes. And I always lived by the philosophy – you 

have to be more careful…” Additionally, Hadley reiterated the company values by saying 

that without people the organization would not be successful. She emphasized that people 

were number one in their organization, which had a culture of appreciation and rewards: 

When X was here, as far as her taking care of her team, me personally we had a 
fabulous month in January. And as a reward, and we really do things that are 
extravagant, she took as on a resort that is one hour away from here. And we had a 
fabulous dinner, we spent the night and we did team building exercise the next day. 
That happens once a year, maybe once every two years but again it’s the company 
dedicated because it’s not just her making it. To do something that big she needs to 
have approval from corporate. This will cost us some money but I think it is 
deserved. And actually our regional MM at the time surprised us and flew in, and 
joined us for the night that we spent. 

In this respect, Hadley discussed the termination policy and rehire possibilities as a 

protection mechanism and a way to ensure company interests:  
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And we are saying we need to terminate someone because, whatever, and a lot of the 
times they think the person needs another chance. Well, I’ve seen sometimes in here 
by giving this person another chance you don’t discuss the background files with 
anybody else that works here. They don’t understand there are different situations that 
occur in people’s lives. So, they then, in turn, the associates believe that sometimes 
they can stretch that line, which brings me back to why we need guidelines. Well, Joe 
Smith was able to call, but on Sheryl there were different circumstances around here. 
But if this becomes constant, that become an issue. It is one thing when you make a 
decision once in 6 months, let’s say you were in a car accident, but when you 
consistently allow people to slide like that it’s inappropriate for people to call out 
using that issue.  And it’s time for you to say, “Danielle will be suspended for that but 
Hadley was not and now there is Joe, now this is, this and that…” But I hope we 
don’t lose the focus either of us believing in our people and in the values because they 
are important. But we also need to make business decisions. 

Once again, the Internet monitoring and phone policies were for people’s protection 

and safety, as explained by Hadley. People could do personal things at work, but it was 

unacceptable to take advantage and put other associates’ safety in danger. Trust was a 

relationship and it needed to be broken first in order to disappear from the workplace:  

Well, we do not monitor our employees 24 hours a day. Some companies do, for 
instance the Omni Williams up the street. I know all the e-mails go through a server 
that people see and some e-mails are stopped and looked at. Now, we have this policy 
for instance because I had someone who came to me and said I believe this associate 
is spending more time looking at things that are inappropriate for work than actually 
doing their job. But that policy is giving me the right to go back and search this 
person’s PC and it turns out that this person was viewing inappropriate things at work 
and other people were seeing it. It was not personal banking. That is fine, we 
understand that people need to do personal things at work.  

In addition, the HQ office and the local management took care of people on an 

individual basis because of their different personal situations, Hadley said. Management 

needed to sacrifice their likes and dislikes for people’s sake: 

I had an associate, not here but years ago, that was actually the head of the household 
by bringing all the money, while she was being abused by her husband. And there are 
some people you cannot help because they will not help themselves. I should, 
wouldn’t leave. We gave her all the resources other than holding her hand and taking 
her to the abuse shelter or even calling the police. I said to her, “This is your home, 
you own it, you pay the mortgage. Why are you so afraid? And well, I have never 
been in that situation, so I cannot tell you what I will do. But I would hope that I will 
try to do the best for me and my child.” And eventually years latter she took care of it. 
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And although the years later I would hope that at the time my director of HR and 
myself really helped her to gather the strength to eventually do this. So yes, we 
always try to salvage people because there is always hope and sometimes people are 
in a position where they think there is no hope.  

The documentation data sources, described earlier in this chapter, revealed the 

existing HR policies and guidelines regarding the following: a positive work environment, 

dedication to associates, privacy and trust issues between management and employees, 

performance appraisals, open-door communication, chain of command, AOS – freedom of 

opinion, personalized care, and exit interviews. In the Associate Handbook the organization 

included a section named “Your Work Environment,” which described all guidelines of the 

company designed to protect associates and create a positive work environment: the Equal 

Employment Opportunities (EEO), the unlawful EEO harassment, the sexual harassment, 

ADA accommodations, religious accommodations, anti-violence, drug and alcohol, and 

complaint guidelines: “X Hospitality is committed to maintaining a positive working 

environment, free of unlawful harassment, and is sensitive to the diversity of its associates” 

(p. 1). The Associate Handbook also revealed the performance appraisal guidelines and the 

following promotion and transfer options: 

In order to be eligible for a promotion or transfer, you must: possess the skills, 
education and experience required; be doing satisfactory work; and have worked a 
minimum of 90 days in your current position if you are an hourly associate, or a 
minimum of 6 months in your current position if you are a salaried associate. X. 
reserves the right to promote or transfer associates outside these parameters. (p. 16) 

Furthermore, Value #4 listed in the overview of this chapter reinforced the company 

culture of error tolerance, risk-taking, and creativity: 

Encourage and reward innovation, creativity, and risk taking. Everyone has the ability 
to think. By challenging ourselves to think creatively, we can impact our jobs, fellow 
associates, guests and profits! Encouraging others to share their ideas and take risks to 
do things differently is an important part of this value. We know that by taking risks, 
mistakes will happen and that is okay…as long as we learn from them. We celebrate 
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risk taking and thinking creatively – it is all a part of innovation. (Associate 
Handbook, p. 5) 

The open-door and complaint procedures explained in the Associate Handbook and 

the New Associate Workbook supported the open-door free communication atmosphere: 

No matter how good our communication system may be, problems and complaints 
sometimes arise. To assure consideration is given to your individual problem, we 
encourage you to use the following procedure: 
1. Discuss the situation with your immediate supervisor as soon as possible (within 

three to five days). 
2. If resolution is not reached with your supervisor or if it is inappropriate to go to 

your supervisor, please discuss it with your supervisor’s supervisor, HRD, or GM. 
3. If the situation is not resolved, communicate the problem to your regional Vice 

President and/or the Corporate Director of People Resources. 
4. Should further resolution be required, the Senior VP of Operations makes the 

final determination. 

Hadley also admitted that empowerment was needed by the business for high guest 

satisfaction results. However, there were some business-sense limits that had to be followed 

as well:  

When I teach my service excellence class, I always tell people that punishment must 
fit the crime so to speak. If it doesn’t have an issue you don’t necessarily give away 
the house. Now, let’s talk about that in perspective. If someone’s room is not ready 
and it will take an hour. We don’t comp their stay. What will be more appropriate 
thing – get them an appetizer and a cocktail on the bar. So, we really go into a lot of 
training on how to make decisions and how to be empowered and we want out -
people to be empowered. It gives the guests more confidence and us as an employer. 
If I have to wait for someone to find the manager to call me, you know, this is a four-
star hotel. People should be able to make decision and we want that perception, and 
we want the guests to have a feeling that they are taken care of by everyone, not just 
management. 

Additionally, Hadley contributed to the documentation data and the discussion of 

empowerment with some of the executive committee’s plans: 

We are in the process of developing an empowerment form. This form would be 
completed every time an associate gives something to a guest that has experienced a 
problem. The form will be in triplicate, so that the guest would receive a copy, 
another copy would go to the department that was effected and the third would stay in 
the department that issued the form. This way we are able to track cost of 
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nonconformance. The form will also have examples of problems and what would be a 
reasonable solution. (Hadley, personal correspondence, July 3, 2008) 

Hadley’s vision was also for more diversity awareness to shape recruitment and 

training. She was happy about the growth opportunities of her department (the addition of 

one more person) that would allow her to concentrate more on what she liked doing most—

training people: 

I would like to see more training. I would like to do more training with the associates. 
And right now I will be able to do that with this new person we are going to have in 
my office. The company really values its human resources and I am glad about that. I 
would like to see the corporate HR department become bigger at the corporate level. I 
think the vice president of HR, as we call it, Julia she has so much potential but she 
has too much on her plate. She cannot simply take care of 50 hotels on her own. So 
I’d like to see, and this will happen, they will have regional HR people as we grow. 
So, I am just excited to see the company grow. 

In a personal correspondence from July 3, 2008, Hadley shared that hotel associates 

have had four sessions on proper customer service etiquette performed by an outside 

etiquette trainer. Moreover, “every associate goes through the brand Service Excellence 

training.” As the director of HR, Hadley emphasized her plans and particular passion for 

training initiatives in the future:  

The company is growing and they are trying us about that I am very excited about 
that. In fact, today I had a call with the training department. I would like to see more 
training. I would like to do more training with the associates.  

Furthermore, as an employee at the HR department, Hadley felt the need for present 

and future HR growth opportunities within the company: “And right now I will be able to do 

that with this new person we are going to have in my office. The company really values its 

human resources and I am glad about that. I would like to see the X HR department become 

bigger at the corporate level.” In addition, the Associate Handbook discussed the favorable 

religious accommodations that the company offered to its employees: 
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When an associate’s religious beliefs interfere with the associate’s work schedule, 
task assignment, dress code, or other work-related matter, the associate must 
immediately advise his or her supervisor to schedule a meeting to discuss potential 
religious accommodations. (p. 3) 

With the results from 2007, the AOS testified about a true opinion-supportive 

environment. The AOS demonstrated an increased approval of the statement “My job makes 

good use of my skills and abilities” to a total of 74% in 2007. This result confirmed the 

feeling of contentment at the workplace. “Providing (the organization) the tool, supplies and 

equipment” had a considerable increase in favorable responses, from 49% in 2006 to 71% in 

2007. The statement “Giving you the information you need to do your job” also had an 

increase to a total of 55% positive opinions in 2007. “Associates at this hotel are treated 

fairly regardless” was also a steady statement with only one percent increase from 2006 to 

70% agreement in 2007. The statement “Providing training to help you do your current job” 

had an increase of 15% over 2006 to an average total across the departments of 63% in 2007. 

“I am encouraged to give suggestions on ways to improve this hotel for our guests” had a 

total of almost 65% approval for the whole hotel in 2007, which was another considerable 

increase of almost 6% over the previous year. “I have the authority I need to do my job” 

remained consistent with 78% agreement to the statement in both years. The only two 

statements that suffered on favorable responses were “Employees are encouraged to reveal 

problems or issues to management,” with a decrease of 8% from 2006 to a total of 67% in 

2007, and the statement “Taking a risk and failing is better than not taking a risk at all,” 

which had a decrease from almost 87% approval in 2006 down to only 59% in 2007. As far 

as professional growth opportunities, “Your opportunity for advancement” had decreased 

with 9% of favorable opinions from 2006 to a total of 43% in 2007. 
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In addition, the documentation data provided some support of the existing 

opportunities for learning and personal development as well as promotion and growth up the 

company ladder. There were also explanations of the tuition benefits and flex-time for 

education reasons. The company’s very mission statement begins with the following 

commitment that best describes the topic: “To our associates: recognizing you as the 

company’s most valuable resource and providing you opportunities for learning and personal 

development in a creative and supportive environment.” (Associate Handbook, p. 4) 

Furthermore, as mentioned earlier, the hotel’s documentation revealed the pay and 

bonus regulations and discussed the different types of benefits available: “In addition, it is 

important to remember that a pay increase is not guaranteed at the time of your appraisal as 

pay increases are awarded based on performance” (Associate Handbook, p. 16). In the 2007 

AOS, employees rated the statement “Your pay compared to similar jobs in the area” and 

produced 46% favorable responses, which was a 5% decrease from 2006. The statement “I 

understand I can receive higher pay increases for excellent job performance” carried a 

considerable 28% drop from 76% in 2006 to 48% in the 2007 AOS. The statement “I would 

stay with this company even if offered the same job with slightly higher pay at another 

company” captured most adequately the purpose of the discussion in this sub-theme. From 

the associates who participated in the 2007 AOS, only 42% agreed with the latter statement. 

That was a 48% drop from the high commitment associates demonstrated to their company 

the previous year – 90% agreement with the statement in 2006. In spite of the pronounced 

insufficiency of benefits, according to participants, the statement “Your associate benefits” 

was rated almost 4% higher in 2007’s AOS – 52%, compared to 48% in 2006. Hadley 

emphasized the free cafeteria-food benefit that the hotel provided for all employees. She 
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found it meaningful that there was someone to care about that necessity and relieve people 

from the worry to prepare food for themselves or spend money to purchase it: 

Exactly what we do―we have out in the cafeteria a tray available in the morning, 
toast, jelly and peanut butter. And room service is allowed croissants and muffins that 
is not used, it’s put in the caf for the associates. So, there are things available to you. 
You have to understand then why is this person eating our muffins? And it is not 
because they want to take something from us. It can be for many reasons. They may 
think that it is the hospitable thing and we allow them to do it. Or the person has no 
food at home and they are hungry. So, you really have to look at that and we 
recognize that our lunch in the caf is the best meal that some associates get. So it is 
important. 

Observation data. The observations of the researcher witnessed an organizational 

culture of liberalism and freedom of expression. New ideas and alternatives were encouraged 

by the young views of the organization. The company history was currently being written by 

associates and their daily work-lives. The interviewed higher management representatives 

demonstrated willingness for an on-going dialogue, support, and improvement of the moral 

and physical working conditions. The overall attitude around the floors and among the 

different departments of the studied hotel was one of optimism and a progressive futuristic 

vision. Even the two participants who shared negative feelings about the organization’s 

culture stayed employed at that hotel and demonstrated hope for improvement and 

satisfaction in the six-month period after the study’s data gathering had concluded.  

Most observations were made regarding participants’ physical work surroundings. 

Several participants from different national cultures mentioned the condition of their office 

space as a feature of the friendly work environment. The researcher observed the following 

physical surroundings while contacting or interviewing participants. In the back of the house, 

the office space seemed inadequate and cluttered in most cases, with old furniture and 

carpeting. An exception was made only in the sales department. The cafeteria, where all 

employees had their free lunch, seemed small and simply furnished. The food was fresh and 
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the selection was satisfactory with different items every day. There was a board on the wall 

where all internal ads and announcements were placed. Employees from all levels of the 

organizational hierarchy and all departments had lunch and dinner there together. 

The HR office was small in size with inadequate space for employees to complete 

paperwork outside in the hallway. This was the busiest office area where people from all 

departments were stopping by, greeting, and asking questions. The researcher met most 

participants in that office for the first time during unplanned spontaneous encounters. The 

director’s office was separated with a wall and the door could be shut for a private 

conversation with an employee. The other part of the office had a higher counter and was 

used for assisting associates with their paperwork. There was a sign on one of the HR 

office’s walls saying: “Never get so busy making a living that you forget to make a life.” 

The housekeeping office seemed cluttered as well, and although there were plenty of 

radios and the communication technology seemed sufficient, the office furniture looked old 

and neglected. The executive’s working space was covered with stuffed animals and family 

pictures, which was an inviting atmosphere for all associate’s to enter and chat with their 

supervisors. The atmosphere was relaxing and friendly, allowing for a sense of humor where 

associates joked that the executive housekeeper loved animals more than people: “She yells 

at us but she is a good manger,” one of them said.  

The purchasing office looked like a part of the hallway but was separated with a wall 

and a door. The ceilings were high; the space was narrow and cluttered; and the furniture 

looked old. Accounting was also located on the underground level without natural light. 

Several associates had their cubicles in a relatively sufficient room and their director had a 

separate office with a glass door inside that same space. The Front Desk offices were located 
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behind the reception desk. Furniture looked old; technical equipment was sufficient; walls 

were covered with announcements and requests. Managers had their desks located in a small 

space behind one door that was always open and had no privacy. The only offices enjoying 

natural light were in the sales department because of its above-ground location. They were 

presentable and well furnished. 

Question 2: How Do You Perceive the Leaders in Your Organization? 

Interview data. Participants believed that good leadership is about making employees 

happy, content, and enjoying of what they do. And although 15 participants regarded their 

direct supervision as generally sincere and in favor of friendly relationships with associates, 

they recommended improvement for a strong and supportive leadership starting at the top 

levels down to the bottom of the hotel’s management hierarchy. Thus, understanding the 

important principals of the human motivation, Nora took care of her employees and their 

personal needs, and valued them as people:  

Well, like I said and I try to set an example here at the X department, I try to listen to 
them and definitely just try to take care of their immediate needs. It’s the little things 
that you can do to make a person realize that you value them and that you care about 
them. And I think that, as long as they do see that, they’re going to do anything that 
they can for you and I think that’s very important. If I were that person, gosh I don’t 
know, I mean, that’s a big responsibility and it’s very difficult once you get to a 
certain level to see what’s going on the ground floor. So, I honestly don’t know what 
I would do and the open-door policy helps. 

On the other hand, Nora thought that the higher management of the hotel (EC) looked 

at the bottom line more than at the people: “They look at the bottom line so much, they forget 

that these people are standing outside in the cold, freezing just trying to do their job. The 

jackets were like $9.99 each. It’s not like it was something so outrageously expensive.”  

Overall, leadership in this hotel was being friendly, forming sincere and personal 

relationships with direct reports, using a relaxed and empowering management style, 
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accommodating of personal needs, and tolerating mistakes. Thomas Moore felt that the 

company’s leadership provided support and job security. For the most part, he experienced a 

relaxed leadership style and organizational values free of micromanagement. Veronique saw 

how leaders provided resources and tools for performing the job, and how they valued 

people. To her, that was an indication that the HO started from the top down with good 

leadership and employee friendliness. 

Sally also shared that everything in this hotel was run well compared to her previous 

workplace. Her direct supervisor was always understanding and personable, which was 

confirmed by the researcher’s direct observations from short interactions in the office. 

Furthermore, her supervisor often took Sally and her colleagues away from the office, and 

thus contributed to their productivity. The company and the manger accepted Sally’s 

personality the way it was. In the same way, Mat felt he received strong support from his 

direct superior: “Nora is very good and will ask, ‘Do you need help?’ and ‘Well, I will go 

and help you guys,’ because she likes going out helping. So far she is one of my favorite 

managers.” Pat also had respect for leaders because they served as an example to her with 

their supportive leadership attitude. They were flexible and did a good job in caring for 

employees as well as appreciating their positive qualities: 

I mean, I think, overall they do have a supportive attitude. They seem to want to take 
care of the employees because I think that they feel that by taking care of the 
employees, in turn, it’s going to take care of the guests. If they make the employees 
happy, and they’re supporting them in all their decisions and you know their training 
and that sort of thing, then I think, they feel it’s going to help the guests in the long 
run, and that’s the whole goal in the hospitality industry, I think. 

In addition, Sally Johnson was impressed by the personable act of kindness and 

respect demonstrated by the owners of the company: “Within the first three months that I 

have been here, I have met the owners and they personally introduced themselves and 
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greeted me.” John also felt appreciated and recognized by the corporate higher-ups. He has 

known them since the opening of the hotel and every time they visited they were very 

personable and respectful of him. Furthermore, Alexandra shared how she has felt important 

to this company since her selection interview. Besides, she valued her direct supervisor as a 

great leader because she has been through situations in which her big decisions were 

completely supported by her supervisor. According to Alexandra, a good leader stays more 

connected to people and should not have a strong personality that intimidates. She did not 

have any personal complaints from the hotel’s leadership, but had heard other people 

distrusting HR. This led her to suggest, like Jocelyn Marie did, the addition of another person 

in that department to help taking care of people.  

Participants also recognized management’s family-friendly values. Jocelyn Marie 

stated that the management of this hotel had a good sense of family values and always 

displayed work-life balance efforts benefiting their employees. Corporate workplace values 

were not all about the money, according to Stan, either. There existed a strong family culture 

in the company from top down:  

They all have a family, starting from the top, they all work the hours they need to 
work and it started from the top and trickled down. When you talk to the president of 
the company he tells you about the time he has spent at work and with his family, so 
it’s not just work, work, work. Even with the senior vice-president, he is a family man 
and this goes down the pipe to everybody. 

Nevertheless, as a middle management representative, Nora did not have much 

tolerance for mistakes and admitted her tendency toward expecting other people to sacrifice 

their personal lives like she did. In this relation, she did not even see the leaders of this 

management team as family-oriented either. Unlike Nora, both Trixie and Bob agreed that 

leaders were flexible about schedules and very understanding of personal emergencies:  
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But I think also for me in the department, if anything came up family-wise 
emergencies, school programs, that will not be an issue attending or going to. Michael 
is graduating and I am not sure if I have vacation time but I don’t think about that. 
I’ve already said that I am leaving early on his graduation day in order to be there.  

Sally added that the restrictive company policies monitoring personal communication 

at the workplace were not being strictly followed even by the departmental director. Thus, 

according to Jack, in order to demonstrate friendliness and support, leaders also needed to be 

understanding of employees’ personal problems and cover for them. As a natural extension 

of this corporate value, John’s own management style was forgiving and accommodating of 

his people’s preferences in order to encourage their work-life balance. Additionally, Mat’s 

manager was good about adjusting his schedule for family reasons (WLB), which in turn 

made him WLB-friendly with his employees. The company inspection guidelines listed 

earlier also provided an illustration of some discussions undertaken by participants in relation 

to trust and freedom to be yourself, to take care of personal errands while at work, and to 

communicate with your important world (family and friends) outside of work. 

Furthermore, participants also recognized the existence of personality-job fit efforts 

in their organization as a necessary condition for success. Hospitality positions required a 

careful selection of applicants. Haefy and Trixie believed in the need for a fit between people 

and organization and emphasized how the leaders of this hotel were skillful in selecting the 

right type of people: 

They are very particular when someone comes to the organization to be interviewed 
as far as their personalities and ability to do the job. And if they see someone is not 
cut for a certain job but suite better in a different department they are very quick of 
communicating to managers to be able to get in touch with people and address it.  

Jocelyn Marie also emphasized the belief in looking for the right fit between 

personalities and positions, as a result of which hiring and correction were always 

personalized in this organization:  
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I think it is about getting the right people on the right seats in the bus. This is a 
metaphor that the corporate office had come up with before. Maybe someone is not 
working out as a manager here but would be better suited as a manger here. There 
will be people around to try to get them in the right spot to succeed rather than to say, 
“It is not working out and we will ask you to leave. 
 
In addition, participants saw the condition of the work environment as a result of 

organizational, leadership, and employee efforts equally. The idea that employees should 

give back to the organization in order to contribute to creating the meaningful work 

atmosphere and support the purpose of the business was shared by Jocelyn Marie, Haefy, 

Bob, Kate, Mat, and Veronique. As Jocelyn Marie said, the organization was only such as the 

employees made it and in order to be satisfied people needed to desire happiness: “You find 

many people in the world that if you gave them the keys to the brand new car they just won, 

it would be the wrong color. I think you have to want to be happy to be happy.” Jocelyn 

Marie’s motto was that the workplace is what one wants it to be. It depended on the attitude. 

One always needed to have a positive attitude in order to survive. She herself loved to stay 

positive because, “if you close yourself in negative you will get sucked in.” She preferred to 

start everyday anew: “I can be miserable here if I choose to be miserable.” Finally, Haefy 

emphasized the need for balance and reconciliation between the needs of individuals and the 

goals of departments. The organization received credit for their successful effort in selecting 

the right people for the right positions. In that respect, Mat expressed how leaders should not 

be the only ones to demonstrate value, but that all people should help build the organizational 

environment with their positive attitude for work:  

I would say that it’s not really the organization that makes that but the people, the 
personality. If you get good people you will have a great organization but if you have 
lazy people that come and complain you will have bad organization and people will 
fall out and not want to come and work. But if you have good people with good 
attitude towards the work you will have good organization.  
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In this respect, Veronique’s recommendation was that one should respect their job 

and treat it as a gift. In addition, Alexandra stated how workers could contribute to making 

the organization humane by giving their best and being committed: 

I would love to see in this hotel people really motivated. And what I would give is the 
best of me. I spend 8-10-11 hours all day, 80% of my life working, and I offer the 
best of me during these hours―committed in my job, doings things extra, not only for 
the clients but for my coworkers. So, I believe, in a personal way I will give if I feel 
the company is supporting me. If I feel I am advancing professionally here I will do 
the best that I can do and if I have mistakes I would appreciate if someone corrects 
my mistakes so that I can advance.  

Executives were also very understanding of employees’ mistakes, and encouraged 

them to accommodate the guest whatever it takes. The company cherished the leadership 

value of understanding work-related mistakes. Trixie thought that situations were resolved at 

the lower management levels and did not have to escalate up. This responsibility was also 

encouraged by the new GM, “which is good―it puts managers back doing what they need to 

do.”  

On the other hand, Nora described leadership as self-serving, not taking 

responsibility, but shifting the blame and exhibiting no accountability: “And they always 

want to blame other people for things that are going wrong, and they just never take 

responsibility for any of it. But it’s like when you bring these things up they can’t see it in 

themselves.” According to her, that was due to the mismatch between the corporate culture 

and the local hotel’s cultural values:  “But here at the property it’s like corporate is so out of 

touch, and maybe if I worked for corporate then all would be well with the world, but here in 

our little world it’s not the same.” However, Nora expressed hope in the new leading figure 

(GM) who could make a difference and bring things to the comfortable level where they used 

to be before. Furthermore, as a manager herself, Nora was not very forgiving of mistakes 

either. She had no confidence in the helpful services of the on-site HR department, and she 
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did not respect higher management that could not perform her job duties: “I can’t have 

respect for someone, you can’t be my supervisor and not be able to do my job. There’s not 

any department that’s under me that I can’t step in and do their job.” 

Sally Johnson and Ralph demonstrated their appreciation of leaders who tolerated 

mistakes as a learning experience and valued humor. Ralph described his own management 

style of respect, politeness, tolerance for mistakes, appreciation, and recognition. As a leader 

he did not punish mistakes that resulted from people’s lack of passion for the job. Punishable 

were only people who broke the rules: 

First, every single morning I come here and say good morning. I don’t ask for 
anything even if they had some issue. I go to everybody whether this is my 
department or not. That’s the first thing I do in the morning. I ask how they are doing 
every time, ask something, please, thank you, never missing that and they recognize 
that. We do because if you ask them they thank you. They do something wrong, I am 
there. I am working with them. That is it. 

Furthermore, participants expressed the need for knowledgeable and competent 

leaders that mentor and coach associates as well. Alexandra and Ralph demonstrated some 

distrust in the abilities of the HR department to be confidential and to unite departments. Jack 

thought that the current hotel management was appropriate for the organization because it 

was knowledgeable and supportive of associates. Additionally, Veronique called upper-level 

management conscientious and committed to diversity. Her vision of good leadership was to 

be coaching, encouraging, and most of all a reflection of employees:  

Good leadership is like coaching. A great leader does not do the work for those on the 
team within the organization so that those people come to the right decisions, to 
support them, to bring the best in those people that they have put in place. Good 
leaders also are very careful about these, they can employ underneath them, because 
they recognize the fact that they are only as good as their current staff. So, it all 
trickles down, to use a cliché, a good manager in any level of the organization will be 
only as good as those he manages. 
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Moreover, Owen thought that managers provided autonomy (even though his direct 

supervisor was demanding) and empowered him for decision-making: “At this hotel, we are 

entitled to make our own decisions without consulting your manager.” In addition, Sally 

Johnson found the company leadership supportive and backing of the employee, whereas 

John described the previous management’s style as hands-on, letting people do what they 

deemed proper, and knowing everything.  

Ralph saw no moral or monetary recognition by leadership at the present moment, no 

care about people, no decision-making power, and no autonomy to control his own 

department. He also expressed skepticism whether the hotel’s leadership values reflected the 

corporate values of respect and recognition. Ralph admitted that the values of corporate were 

to empower, but lamented the lack of structure, consistency, and chain of command in the 

current management style. He felt disillusioned and humiliated by the meddling supervisory 

style he encountered on occasions. In his opinion, HR was also not making an effort to keep 

valuable people to the company. 

Kate described the ex-GM as a role model of a supportive leader who was work-life-

balance friendly and encouraging to all associates. She was the one who wove attention into 

the culture and gave confidence to people to talk about their lives. She created the 

atmosphere of trust and family-friendliness on this property. She had also set the example of 

how to work among all managers. The change of her leadership coincided with the data-

gathering period for this study. Thus, it was interesting to observe the general confusion and 

uncertainty period, as well as the way that impacted the workplace. Alexandra described it as 

a state of lost guidance in which people were complaining about things in the past that they 

were receiving no longer since the general manager left. Even as a new management 
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employee, Alexandra knew how the ex-GM used to be in control of every single detail in the 

operations of the hotel. Kate volunteered a possible explanation of the reasons this so 

devoted leader, who opened the hotel almost eight years ago, might have left.  

Once that whole union thing happened, X was kind of done. Like she worked really 
hard to have the culture here that she did, and have the employees, and when we hit 
our five year anniversary, we had retained 50% of our original employees over the 
five years, which was huge, and she prided herself on that. And then I think she felt a 
little betrayed by the whole union card count and she may have for a while had the 
option of taking a promotion or staying here and I think she, it came up again, and she 
said “It’s time for me to move on.” And you lose a lot when you lose the person, who 
has been the leader for seven years, because new people operate differently, and 
that’s ok, if you have the same person leading them. She feeds that culture into those 
new people, even those new managers, even the new executive committee people. So, 
you tend to work the same way she worked. So, then your culture becomes what she 
believes because she was always the one leading everything and it’s just changed.  

Trixie mentioned that Ms. X’s vivacious and personable leadership style was 

irreplaceable. Stan supported Kate that it could not be the same after the GM left, and 

described her legacy as the initiator of the personable touch and the sincere care about every 

single employee: “All starts with the GM because she was very much into the associates, 

demonstrating value to the human being – just to ask them about their family and their 

personal life and that will happen here.” Nora also lamented the old state when Ms. X was 

there. She used to take interest in employees as people, which made communication easy and 

natural. After she left, everything changed in a negative direction, communication worsened, 

and people became unhappy: 

It didn’t use to be that way. The previous GM she was interested in you as a person 
and what you wanted to do to develop… I used to meet with X. once a week. It was 
like after all these things started going on and expressing my concerns to X. I used to 
meet with her like once a week and we used to talk about all these things, go around 
all the departments, and so on and so forth. 

Ralph replicated Nora’s words that after Ms. X was gone he felt different energy in 

the atmosphere, which demotivated him: “And since X left there is a different energy. When 
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I come inside I feel I’d like to get outside and not come back in; it’s like rejection.” Ralph 

also added that there was no more trust or appreciation at the hotel, no chain of command, 

nor structure. Thomas Moore, Pat, Alexandra, John, Veronique, and Jack also talked about 

Ms. X’s example, her role model of good leadership and uniting figure, as well as the big 

change that was felt behind her. Veronique described her as very smart and savvy, as 

somebody she enjoyed working under, and somebody she learned a lot from. Thus, she 

compared the hotel to a disoriented boat without direction in the five-month period after the 

GM was gone. Once again, John underlined X’s outstanding example of genuine interest and 

concern about the employee, illustrated by examples of her meaningful acts of kindness:  

X, the previous general manager, who I’ve known for years is outstanding in that 
way, I mean she always, she knows your kids’ names and asks how they’re doing, 
things like that, very involved in the personal lives of the employees and very good 
with remembering names and things like that, and a genuine interest…  

Furthermore, Jocelyn Marie shared that there was a good welcome to the organization 

at the moment, which was a reflection of how leadership, and more specifically HR, 

approached employees: 

If you get hired we make a little survey of what they like: their favorite color, their 
favorite beverage, their favorite snack, their favorite sports team and hobby. And 
then, for the first day I go to the store and I get them and we make a little card: “We 
the people from the human resources welcome you in”, and we always put a picture 
of their favorite sports team on it and in their color and leave it with the manager. 
And it’s just breaking the ice, making you feel like you are part of the family. We 
didn’t forget it was your first day because with 250 people it’s easy to go back in the 
days when we were not so organized. 
 
Jocelyn Marie also talked about how open-minded the company leaders were and 

how they listened to input from anyone. She classified the leader-follower exchange (LFX) 

as an open flow, because of the open-door company policy, through which everyone could go 

to their manager or executive committee member to resolve whatever needed to be 

addressed. The interdepartmental communication in HR she described as very good, which 
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created an atmosphere of friendliness and confidentiality for other associates to feel 

comfortable and trust the HR department. In support of the smooth and productive 

communication processes between the levels of the organizational structure, Jocelyn Marie 

added that mistakes were tolerated and that leaders coached and counseled associates before 

they reached the point of disciplining. In addition, Kate shared that people were empowered 

to take decisions and achieve balance for the successful operation of the business. However, 

communication could always improve between departments and in between the members of 

the executive committee (EC).  

Besides, Kate expressed the need of one new unifying figure like the GM, who could 

bring control back, tell people what to do, and stop anarchy from spreading. She saw the 

opposition between management and lower-level hourly employees and expressed the 

conflict in a “them” vs. “us” terminology: “And they still think dollar for dollar, penny for 

penny, that they are making less than other room attendants in the city. But when you divide 

that by how many rooms they’re cleaning to how many rooms they’re cleaning, we actually 

pay them more.” In fact, this conflict was aggravated by the unionization of the hotel that 

was just initiated, which Haefy called politics and qualified as complicating the leader-

follower exchange (LFX): “I mean that’s the bad part about a union, it totally separates the 

managers from employees” (Kate). In addition, Nora saw a division between higher and 

middle management, which she called a “clique,” and compared upper management to “the 

cool kids on the block.” She lamented the fact that managers in this hotel did not work 

together as a team: 

We don’t work together as a team. I think that in the entire hotel it’s obvious to 
everyone. No one wants to accept responsibility for anything that has gone wrong. 
For example if food and beverage makes a mistake they say, “Oh well, the X 
department didn’t do this or the desk didn’t do that.” They don’t take ownership of 
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their mistake and say ok this is our mistake. They always try to shift the blame to 
other departments. They won’t accept responsibility and the same thing happens at 
the X department.  

Jack emphasized the division between management and employees into a “we” vs. 

“them” opposition. He doubted that management listened to suggestions from associates and 

thought that there was actually a lot of micromanagement and checking back with the higher-

ups before a decision was made by someone, “but I mean they’re going to do what they want 

to do.” Mat too expressed the feeling that lately there was micromanagement and some 

meddling coming from the new department director, who attempted to change schedules and 

cut necessary hours. Additionally, Alexandra’s feeling was that other leaders from the EC 

were not as approachable. 

Ralph also confirmed the opposition “them” vs. “us” that was already mentioned by 

several representatives from different cultural backgrounds. This was a division between the 

executive committee (EC) and the middle management of the hotel. In addition, he was not 

satisfied with the communication between him and his direct supervisor. Ralph admitted his 

complete demotivation and loss of hope for mutual understanding. He even described an 

occasion when the HR department had threatened middle management with repercussions if 

they didn’t submit certain documentation on time, whereas higher managers were allowed to 

procrastinate with the same task.  

On the other hand, there were also other respondents, like Bob, who emphasized that 

in general they were happy with the communication in the department and that HR was 

successful in providing an atmosphere of confidence: “It’s pretty much going in a positive 

attitude where they are focused on the employees and they do care, and they do show care 

here, you know.” In addition, Trixie said that the leaders in her office were approachable. 

She could speak to them in private and always express opinions. According to her, a humane 
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organization (HO) should offer a safe place to work that protects from bosses and provides 

an opportunity to voice one’s opinion freely without fear. 

As a higher-level hotel manager Stan was a straightforward person with the risk to be 

tactless. He wanted to be always informed of what was going on even in off-hours. He did 

not like surprises and demanded to be told everything. His personal communication 

guidelines with his employees were to show value to them through listening, to work 

together, and to develop friendships with them. He saw things in the United States to be more 

liberal as far as communication with superiors, which was much different in Europe because 

of the rigid hierarchy where leaders were not as accessible. Stan claimed that trust between 

leaders and followers should be something natural when coming from professionals who did 

not abuse company resources: 

You have to put yourself with them. It’s not dictatorial management. You ask them to 
work, you don’t tell them. As soon as you demand you get an opposite reaction. If 
you ask it’s different. Plus, we work together 18 hours, when they see you together 
they will not leave you in the mess if you need them. It’s a friendship relationship you 
develop with your managers. In Europe you have hierarchy; you have to go through 
50 people. Here in America is very relaxed and you call your boss with his first name. 
…one day they went to Paris, the French were shocked for employee to call the GM 
by his first name. So, there is this class before you to talk to the GM you have to go 
through two other people and only if he has free time you can get to him. 

However, Nora saw herself disciplined three times for the last two months because of 

her deteriorating communication with the EC. The dissatisfaction was coming from her 

personal communication problems with her supervisor and the HR department, which, in her 

view, demonstrated favoritism. She felt that her supervisor had something personal against 

her from the day she started with them: 

This is favoritism. And then when I express my concerns because she started in July, 
I believe it was, and she came to me in October, she’s supposed to be my direct 
supervisor. She came to me in October, we were conducting interviews, I gave her a 
resume and she said, “What are we interviewing this person for?” and I told her for an 
X manager. She was like “Isn’t that your position?” and I said “No, I am the XY 
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manager” and she said “OK and what’s your name again?” And here it is like four or 
5 months later and she still doesn’t know my name, even to this day, this very day she 
doesn’t call me because she doesn’t want to call me by the wrong name.  
 
As a manager herself, Nora also demonstrated favoritism, intolerance for mistakes, 

and stereotyping toward some of her employees:  

He’s arrogant and I don’t believe that, and see I’m not a prejudiced person but it’s 
known that in the Arabic culture women obviously aren’t regarded very highly. Here 
is another example, we have another X manager whose name is X. He too is Arabic. 
He talked over me and he interrupted me, and he didn’t listen to me, and I said “I 
don’t have a very good feeling about this.” 

 
Thomas Moore was generally satisfied with the relationship between him, the 

organization, and the leadership. However, as he said himself, “with time, frustration is 

showing more.” He expressed that lately he felt a little micromanaged, which to a certain 

extent could be good for increasing motivation. As a whole, however, Thomas, Owen, and 

Sally Johnson thought that there was no dictatorship in the place; that people‘s opinions 

mattered; that associates were not monitored and followed around; that there was trust for the 

good performers; that there were personal conversations during the day; and that managers 

showed understanding for personal issues: 

A little more relaxed, it’s not as micromanaged as you would expect. Um, there’s a 
lot of freedom in it, to…, you know, kind of how you feel best. When I first started I 
was told, “Run it like it’s your business.” Well, if I’m going to run it like it’s my 
business, I’m going to work my butt off, and I do. So that was great, you know, that 
was good managing.  

Mat was also not micromanaged by his direct supervisor, who was never afraid to 

support her people even by going out of the realm of her responsibilities to perform their 

duties. Alexandra, too, felt that her department director supported her decisions 100% and 

treated mistakes with understanding, without reprimanding her poor decisions. She described 

her direct supervisor as a very approachable leader who also preserved the respectability 

befitting a director. Ralph also cared about his employees, and this relationship brought him 
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satisfaction. He was a straightforward person, who always thought well of his employees’ 

frankness because he was repelled by the game of office politics. His style of managing was 

respectful, polite, and appreciative: “We came up with certain amount of money, not a lot, so 

we did a gift card, just an appreciation. Sometimes what I do, I make a phone call, I order 

some pizza and we go upstairs and eat all together. I don’t make the company to pay, I pay 

myself.”  

Additionally, although very satisfied with her department director, Pat echoed some 

of the feelings that Jack and Mat expressed. She felt that her supervisor was micromanaging 

in her desire to know everything in the office. To some extent that was associated with Pat’s 

lack of hospitality experience, and the competitiveness of her specific job led her to 

constantly check and double-check her decisions and seek approval from her director. She 

has heard they have freedom for decision-making, but somehow she had not felt it in full yet. 

Like Pat, Alexandra also consulted and looked for approval from her boss, but that was 

explained by the nature of the business and the scope of the decisions that sometimes 

required consultation with several people. 

Participants agreed that the relationship with management depended to a great extent 

on the personalities that participated in the dyad. For example, a person as dedicated to work 

and results as was Thomas Moore would naturally not be comfortable delegating to other 

people. Furthermore, he refuted the idea of monitoring and rigidity in the organizational 

climate: 

You’re kidding me? God no, who monitors my websites, my emails? Yea, no one 
does that. No personal conversation? Half our day is a personal conversation, well not 
really, a little bit anyway. Yea, I don’t see any problems and I’ve never heard 
anybody else, I mean, it was a long time ago… It said no cell phones at work or don’t 
let your cell phone ring at work or anything but, I mean, that’s personal calls at work. 
But at the same time, life is personal, work is personal. If I’m not going to bring my 
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personal life down here I might as well leave my personality somewhere else and 
come down here and be a drummer. So, life happens.  

One additional concern was shared by Pat and Alexandra ─ that leadership had to be 

made aware of what was going on in their departments in terms of atmosphere and associate 

morale: “The directors, they don’t know anything about that. Just wake them. Just let them 

know what is happening and things shouldn’t be like that” (Alexandra). In addition, Pat 

recommended that leaders be always careful to back up their words with actions in front of 

the associates: 

You know, you can say we put employees first, and you can say this, that, or the 
other, but you have to put your money where your mouth is and if you are not doing 
what you say you are going to do, or you don’t give off the feeling that you are 
actually following through with what you say, then I don’t think there’s a point to 
saying it in the first place. So, I just think that if you are giving off that vibe, you 
know, if you are saying one thing and you are also giving off that vibe, then that’s 
really going to make people feel like what you are saying is true and accurate.  

Jocelyn Marie expressed all participants’ opinions by stating that happy employees 

did a better job. She also asserted that making associates content was HR’s priority. Thus, 

according to Kate, it was beneficial for management to support employees because “within 

the hospitality industry, if you don’t treat your employees well they will express that in an 

external way and not treat the guests well. If the workers feel good about how they are 

treated they will be more productive.” Achieving retention and loyalty of associates was a 

crucial checkpoint for achieving employee-friendly leadership values. Haefy simply 

understood the positive work atmosphere as a place full of people who were satisfied at work 

and left for home with a smile. Trixie also echoed everyone else’s opinion that if employees 

were not kept happy, performance deteriorated at the company’s expense:  

If the employees are not happy and taken care of they will dislike coming to work. 
This attitude will be reflected in their work performance. This would be a domino 
effect for the hotel. It would be in the best interest of the hotel to have benefits, 
incentives as well as a good work environment for their employees. 
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Owen felt the work atmosphere in the hotel to be positive because of the 

empowerment provided by leadership as well as the lack of micromanagement. Pat also 

found the work environment in this organization, and more specifically in her department, to 

be generally relaxed and laid-back. Jack created a good work environment, to his mind, by 

having managers treat employees fairly, understand associates’ problems by covering for 

them, and provide tuition benefits for personal development in whatever field was dear to the 

individual personality. Furthermore, Kate leveled the good work atmosphere to teaching 

accountability for one’s actions and good stewardship of resources, especially when they 

belong to someone else. Trixie was a good steward of the company’s money, and just like 

Kate, her attitude to work and the organization was thoughtful and responsible. Or like Bob 

worded it, if he was the owner he would want to make employees happy as long as the 

delicate symbiosis (the balance between organizational and personal interests) was not 

ruined: 

I would do whatever I can to make sure that it’s done in a way that it doesn’t really 
bankrupt a company. Let me put it that way, because again it all comes down to 
financial balance vs. a humane way of doing things and if you don’t have the money 
you can’t have the company, and the employees don’t have a company. So, I’ve 
always said the employees are the pillar of a company. Without the employees it’s 
just a building. It doesn’t serve any purpose. You need the employees as much as the 
employees need you. And if you can keep a delicate balance between, you know, 
getting things done the right way and treating them good. 

In addition, Pat explained that the workplace could be positively maintained by 

leaders if they provided flexible work schedules, clear work expectations, and appreciation 

for associates’ skills: 

So I mean, I think that they are creative in that you know looking at my strengths and 
seeing what I can do and respecting my decision that I wanted to stay at home and be 
with my daughter, but you know, “Hey, we think you are great at this, why don’t you 
continue doing this for us?” 
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However, once again Ralph lamented his lack of decision-making power. He 

denounced the atmosphere of politics, disorder, inconsistency, inconfidentiality, fear, and 

humiliation. He counted his blessings from the time before leadership had changed: “Right 

now I don’t see anything.” For Ralph, the result was disillusionment, lack of enthusiasm, loss 

of passion for the job, and loss of what he called “human motivation.” Finally, he admitted 

that in his disappointment he would always respond negatively and unobjectively, whatever 

the question. As for Thomas Moore and Sally Johnson, the work atmosphere was made 

mainly goal-oriented and competitive. Thomas wanted to be the best at what he did. On the 

other hand, Pat suffered from the constant goal-orientedness and revenue hunt: “The most 

important thing was to make your goal. I was not used to this type of atmosphere and it took 

me a while to get used to working in this type of atmosphere.”  

Written reflection data.  The written reflection essays did not have in their purpose to 

discuss management and leadership values. However, in relation to what makes a workplace 

meaningful and humane, eight participants shared their thoughts about the leaders in this 

organization. Stan said that a meaningful workplace “is where the upper management takes 

care of all his associates, but in a sincere way” (Stan, Written Reflection). According to 

Haefy’s written reflection, “in a humane organization you have strong leadership and 

meaningful relationships with your associates.” Both Haefy and Bob thought that this was a 

reality in their organization. As Jocelyn Marie said in her written reflection, the leaders in 

this organization did not pretend but sincerely cared about associates. She felt very useful by 

taking care of people who took care of other people on their end. Furthermore, in her written 

reflections essay, Jocelyn Marie reasoned that without the retention of people, the 

organization would have bad service and a huge training expense: “If you do not put people 
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first, they will move on, and you will never achieve a good consistent service or product 

because you will always be teaching and training new people.” Thomas Moore also 

expressed his views that leaders should show understanding for personal issues, encourage 

employees to spend time away from the organization in pursuit of other interests that 

contribute to psychological and physical wellness, and set realistic goals and expectations 

allowing employees the opportunity to achieve them: “Dare I say it but a good leader would 

actually force the employee to take breaks and spend time with pursuing other interests when 

it is recognized that the employee is putting in too much effort” (Thomas Moore, Written 

Reflection). 

In addition, Haefy saw the organizational culture as a mutual effort of all 

management, not just separate departments or positions: “Human Resources cannot be the 

only area where associates receive compassion and understanding. Each individual manager 

needs to have confidence in their ability to maintain a solid working atmosphere with 

sensitivity to each and everyone’s unique situations” (Haefy’s Written Reflection). On the 

other hand, several participants such as Jocelyn Marie, Bob, Kate, Haefy, and Veronique 

believed that people needed to maintain a positive work attitude and support the purpose of 

the business as well. For Jocelyn Marie, what people should use to aid management was the 

optimism that she liked to approach things with: 

I really believe that you make your life what it is. I don’t mean that if your house 
burns down, you did it to yourself. I mean that how everything in life affects you, is 
in your control. Are you going to dwell on an unfortunate matter to the point where it 
destroys the other parts of your life that were still good? Or, are you going to dust 
yourself off and say, “Hey, I was getting tired of that place anyway, let’s open the 
next door and see where it takes us.”  Basically, if someone dislikes their job or 
company, it’s up to them to change the situation. Maybe they’re never happy. You 
find many people in the world that if you gave them the keys to the brand new car 
they just won, it would be the wrong color. I think you have to want to be happy, to 
be happy.  (Jocelyn Marie, Written Reflection) 
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And according to Veronique’s Written Reflection, employees’ effort should be 

concentrated on respect toward the profession, the company, leaders, peers, and customers: 

“Once entrusted with the responsibility for a position, it is your first responsibility to be 

respectful to your job and to the organization where you are employed; it then becomes your 

responsibility to be respectful to all others within the organization.” 

Documentation data. Hadley reflected the position of the hotel’s leadership by 

verbally reinforcing that making money and satisfying guests was also a goal of the business, 

not just making associates happy. However, it was the leaders’ responsibility to preserve the 

balance, “and ultimately, if we take care of our associates, then they will take care of our 

guests.” Furthermore, in an informal conversation, the new GM of the hotel shared his vision 

of good leadership – the type whereby leaders demonstrate value of the employee through 

training, supervision, and encouragement. He also added that leadership must be progressive, 

fair, acceptable, and create a good environment. Chain of command was a good thing for 

focus and commitment, but at the same time the management style should be about “taking 

care of people.” 

Moreover, Hadley felt proud that this company and its management took care of 

people personally on an individual basis because of their unique situations. She mentioned 

sacrificing her personal likes and dislikes for associates’ sake. As an HR leader, Hadley 

emphasized how the HR department cared about personalities at work: 

And I think that’s important to me, and although we do not do this with every single 
one of our hourly associates in the morning I try to visit every department and say 
hello and good morning to everyone who is there. Then I tried to do it in the evening 
when the shift changes, try to find out how everyone is. We put everyone’s birthday 
in the newsletter so we really try to make them feel good, although they have to work 
on that day. At least they know that someone has acknowledged them and it’s their 
day. We do the same with the associates of the month, we do them every quarter, 
again, I think acknowledging them and the value that they have is so important. So, 
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we do really try to take care of people who work here. Even the people that are not 
performing well. And even if I am not going to keep them, I still try to help them.  

The HR director also confirmed that positive legacy and irreplaceable image of the 

ex-GM, and how her care of the individual at work has inspired her to be personable and 

interested as an HR director: “We firmly believe in the company as a hotel that without our 

people we cannot be successful.” In addition, Hadley mirrored the brief classification that the 

new general manager made about the existing positive work environment in this hotel. She 

called the culture understanding and forgiving of single mistakes. In addition, Hadley went 

back to the characteristics of the hospitality business, which has the following goals—

making money and satisfying guests. She affirmed the responsibility leaders to keep that 

balance: 

But I hope we don’t loose the focus either of us believing in our people and in the 
values because they are important. But we also need to make business decisions. And 
there is a reason why people in the field ask for things. 

The results from the Associate Opinion Survey (AOS) conducted by the company in 

2007 across all hotel departments reported the following results in relation to the discussed 

question. The statement “Rate your immediate supervisor or manager – treating you with 

respect” had an increase of nearly 24% from 2006 to a total of almost 79% of hotel associates 

who approved of it in 2007. The statement “Rate your immediate supervisor or manager – 

dealing fairly with everyone” received a total of 63% approvals, which was slightly higher 

than in 2006 (60%). The statement “Rate your immediate supervisor or manager – regular 

performance feedback” had a 4% increase from 2006 to a rate of approval of 62% in 2007. 

The statement “Rate your immediate supervisor or manager – providing recognition when 

you do a good job” had an 8% increase of positive opinions since 2006 to a total of 68% in 

2007. The statement “I trust my immediate supervisor” had an approval rate of 73%, which 
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was again 8% over 2006. Almost all of the surveyed associates in 2007’s AOS agreed with 

the statement “I am committed to doing what I can to help my hotel be successful” to a total 

of 94% positive responses, which demonstrated an increase of commitment with 22% over 

2006. The AOS results further revealed that the statement “I have confidence in the General 

Manger’s ability to lead this hotel” had a total agreement of 80% in both 2006 and 2007 

when leader of the hotel was the previous GM, whose legacy was discussed above by all 

participants. The negative percentages of all of those statements increased as well with the 

exception of the first one, where the negative opinions actually dropped from 2006 to 2007. 

In addition to the general level of satisfaction in the leader-follower relationships, the AOS 

statement “Rate your immediate supervisor or manager – doing something about your 

problems and suggestions” received a 3% decrease, demonstrating a slight deterioration of 

supervisor-employee relationships from 2006, to a total of 57% approval rate in 2007.  

 The Employee Handbook elaborated a little bit in support of the open-door 

communication and complaint procedures among the organizational levels. The complaint 

procedure directions included the following steps: 

Report the incident to your supervisor, your HR department, your GM, or your VP of 
Operations who will promptly investigate the matter and take appropriate corrective 
action. Your complaint will be kept as confidential as practicable. If you feel you 
cannot go to any of these individuals, you should report the incident to either the 
Corporate Director of People Resources or the Senior VP of People Resources. 
(Associate Handbook, p. 2) 

The open-door guidelines followed the same chain-of-command as in the complaint 

procedures listed above. The company encouraged associates to discuss their problems as 

soon as they arose in order to prevent further complications. Furthermore, in relation to the 

leader-follower communication, the Associate Handbook discussed non-fraternization 
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guidelines that concerned complaints of favoritism, other problems of supervision and 

morale, and unlawful harassment claims: 

Managers and supervisors are strongly discouraged from dating or pursuing romantic 
relationships with associates whom they supervise (directly or indirectly). Managers 
and associates are restricted from dating or pursuing romantic relationships with 
guests and/or customers of the hotel while on property, on duty, or while representing 
X hospitality in a professional capacity. Violation of this guideline will not be 
tolerated. (p. 18) 

Not lastly, describing the future plans of the hotel’s HR policymaking, Hadley talked 

about the need of personality-job match as well: “And unfortunately some people are on the 

wrong seat in the bus. It doesn’t mean that they are not a valuable player. It just means they 

need to be somewhere else.” She also wanted to see the expression of a personality-specific 

management style, where sensitive personalities are treated in a different way from non-

sensitive ones. She encouraged the existence of as many management styles in the workplace 

as the number of employees. 

Observation data. The observation journal and notes of the researcher reflected the 

general atmosphere of understanding and goodwill between leaders and associates. There 

were no company scheduled or departmental meetings and work processes that were 

witnessed. However, the regular day-to-day informal communication among the different 

levels of hotel employees was easily observed during the researcher’s visits to the site. There 

was familiarity, sense of humor, and laughter in the relationships at the housekeeping 

department, sales, HR, front desk, and the kitchen. Leaders were inviting employees for a 

social hour after work; communication was free and genuine in both directions. Jokes were 

exchanged among levels. The researcher observed respect in the gestures, posture, tone of 

voice, and smile that the staff exhibited for members of the executive committee and the new 

general manager. The admiration at the previous general manager’s persona and style of 
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leading was noticeable all around the hotel in conversations with participating and non-

participating employees from different departments and levels of the organizational 

hierarchy. 

Furthermore, one fact of the surrounding circumstances needs to be mentioned. This 

case study research took place in a transitioning period for the focus hotel, when line 

employees had just voted for the selection of union mediators in their relationships with 

higher management. Details of the vote, as well as around the type of union, were not 

gathered in this study as this was not its purpose. However, the gathered associate opinions 

and the researcher’s observations revealed how this unionization vote represented the general 

distrust in management’s efforts to defend employees’ interests and well-being. 

Question 3: How Does Your Organization Help You Balance Work and Life? 

Interview data. According to Jocelyn Marie, the company and hotel management 

were very flexible and family-friendly in all departments when there were important family 

events to attend or family doctors’ appointments: 

Especially the housekeeping will have daycare calling all day long, you know. We 
need to speak to so and so that their child is sick and needs to be picked up. We call 
them on the floor and they leave for the day and other people take the rooms that 
didn’t get done, you know, they don’t get red-marked for that. You know, it’s just life 
happens…  

In addition, because of her family and especially her two little kids, Jocelyn Marie 

would prefer more flexibility of the working hours or more telecommuting and work-from-

home options. As far as she was concerned, the best accommodation that the company could 

make for her in order to balance work and family life successfully was to build a daycare on 

site. Bob was also not aware of any official WLB programs of the company, but like Jocelyn 

Marie he had small kids and wanted to see a daycare facility on-site that would save time, 

worry, and expense to people. Bob explained his family orientation as a result of his 
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upbringing and growing up in a home where family was a priority and the mother was the 

role model. With that said, it was not surprising that Bob would put family first in his life: “I 

try to get home earlier and, you know, see the kids and things like that. That’s more of my 

mentality, rather than to try to find time to do things in the workplace.” In regards to this, he 

was also fair to say that in his department leadership was family-friendly and he was allowed 

to balance work and family life. If he asked for a day off to take care of personal matters, he 

had not been denied. Thus, he felt “backed up” by the company and management in attending 

to his family needs. 

Furthermore, like Alexandra and Sally Johnson (HC), Trixie was an optimist because 

she thought that WLB was possible in for-profit organizations as well. She expressed how 

her current organization showed flexibility for appointments and other personal employee 

needs. Especially, she praised her departmental leaders for giving her such flexible schedule 

and being so understanding that they were even willing to pay overtime or adjust her 

workday in order for her to be able to receive all her paid hours: 

The crown came off my tooth so I called D. (one of the managers) and said, “I was 
able to make a dental appointment at 8 in the morning and I will be at work after 
that.” So he said, “Thanks for the heads up” and in my past life he would have said, 
“Can’t you go before work? Can’t you go after work? Can’t you go on Saturday?” 

In Haefy’s eyes, the company had provided time off, vacation days, and other benefits 

for personal use as well. They had the willingness to work with him and allow him to get 

healthy when he had a personal health problem, instead of saying, “‘When are you coming 

back?’ They more or less stay with me and told me to take it nice and slow to make sure I 

heal as a physical person, as well as mental state, to get back to work.” That is why Stan 

qualified this company as a stress-free company where family culture spreads from the top 

down. Compared to his previous experiences in the industry from his 22 years in the country 



 207

“They are very conscious of what their employee wants and what they need and they work 

around that.” Similarly, Alexandra confirmed how WLB was supported by her director and 

how such WLB support was needed by organizations in their effort of putting employees 

first: 

I have noticed this, for example, my mom is coming from abroad and my boss 
without me suggesting it says, “You know what, why don’t you consider taking a day 
off without a problem?” And even if I am thinking of doing it I would have asked but 
she is thinking about this, “Her mother will be here. She will be alone.” and says, 
“Why don’t you take 1 or 2 days off to spend with her?” and this will be totally off 
days. If I have a doctor’s appointment I just send her an e-mail, or in December my 
car wasn’t working and she says, “Take your time and be safe, get here when you can 
be here”, instead be without consideration. Things like that. For me to feel 
comfortable and being able to say, to be conscious about what I am doing, and being 
responsible but at the same time feel that I have freedom to be someone outside work. 

For Jocelyn Marie, work and home were two separate domains, so much so that she 

would leave work stresses there: “when I am here I am here, when I am home I am home,” 

because “the meaning of life is not work.” Nevertheless, according to her and Kate, this 

organization was family-friendly and often organized family events, like the breakfast with 

Santa or Christmas Dinner for Salvation Army, where associates could bring their families. 

Even though there were no specific work-life or work-family balance regulations in the 

company, it resembled the real meaningful workplace, which in Trixie’s words “would be 

one that takes the employee’s well-being into consideration. This could be done through 

benefits offered, understanding that each and every employee has a life outside of the office, 

and making the workplace enjoyable to come to each day.” However, WLB also depended on 

the personal priorities one had. As Jocelyn Marie added: 

It is what you make it. We have plenty of managers that get the job done in 45 hours a 
week and then there are other managers that have chosen to be here 60 hours a week 
doing the same amount of work. (pause) It is what you want it to be. You know, if 
your goal is to be home more, then you are going to figure out a way to get it done in 
45 (pause and laughing). If you don’t particularly have a need to be at home, and you 
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don’t have a family at home, and this is your primary function in life, then yeah, you 
are going to spend more time here and enjoy whatever it is.  

She even went so far as to comment on other colleagues’ reactions and disapprove of 

their taking days off without calling peers to notify them. What is more, Kate and Stan 

thought that it was not the company’s responsibility to create work-family balance for people 

at all. They thought that balance should be left to the individual employee to create for 

him/herself: “For me it’s a vacation. I work—it’s a vacation” (Stan). Sometimes the business 

required sacrifices of personal time; sometimes it was a personal preference and a matter of 

work ethics, according to Kate: 

Well, I think they leave it up to us, and I know that it’s the way the corporate office is 
structured. Like, if somebody that I always have contact with at the corporate office 
needs to be home, they are home, and I know a lot of managers here do that. I don’t 
know how to do that. I’m just from a different culture. I shouldn’t even say culture. 
What is the term? I’m from a different work ethic than the younger people.  

Furthermore, Jocelyn Marie did not fail to emphasize one more time the balance 

factor in a family-friendly company. It was always good to receive more of everything; 

however, “we are a business and the bottom line is we have to do this business,” and the 

business goal should not suffer because of the personal or family goals. Kate also thought 

that making it too humane distracted from the objective of the business, which was to make 

money: 

But I think the more humane you try and make it, like bring-your-kids-to-work day or 
bring-your-pet-to-work day or as fun and as cool as they are, it totally distracts from 
the objective of what people are there to do. And it’s to operate a business, and make 
money, and be successful, and answer to your owners appropriately. 

And although Nora said that family was most important for her, she admitted her own 

leadership hypocrisy about her expectations of people to sacrifice their personal life like she 

did. She also agreed with Jack, Mat, and other participants that extra time off would be nice 

to have in compensation for a lot of hours put on the job. Similarly to Kate and Thomas 
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Moore, she found herself a workaholic, but she attributed that to her fear of failure. As for 

Thomas Moore, he wanted to have a family one day, but his top work effort was all he 

currently had. Because of this goal he had not taken a vacation for a long time, explaining it 

with his workaholism. It was a normal occurrence for him to sacrifice his own time for work 

as well as to make guests happy: 

I’ve talked to other people that do the same job I do in other hotels and one has been 
doing it in particular for 20 some years, and I said, “How have you been doing it that 
long? I think I’ll shoot myself.” and he said, “I’ve decided what’s my time and what’s 
work time. Clients see me during work time. My time is my time.” Whereas, right 
now for my time, I’d gladly extend an hour and a half into an evening to stay for a 
site tour. 

Speaking about the company and their contribution to the quality of his personal life, 

Thomas Moore admitted that he would be supported by management for more vacation if 

needed. He also said that there were no work-family-balance policies that he knew of 

because it depended on each person’s work ethics. And although work was his focus in life, 

Thomas still called the ideal workplace WLB-friendly: “have a life-work balance as you 

mentioned, um, to me that’d be the ideal work place.” In addition, profit and loss was not 

everything people worked for. In that respect, a humane organization should recognize 

people’s preferences for family, religion, hobby, wellness, or other initiatives as well.  

Additionally, John went on to describe the company’s family friendliness and their 

understanding of family situations. The company culture in general was qualified as family-

friendly and flexible, accommodating of personal interests and hobbies. There were no 

specific family-friendly policies and programs that he could see in place in this organization 

because he was not used to looking for the company to do something in his personal life. A 

lot of the balance-making he found as a personal responsibility, just like Kate, Jocelyn Marie, 

and Stan thought. It was his personal work ethics that kept him working overtime. John 
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echoed everybody else’s priorities by putting family first in his life. Like Mat, he even 

refused growth opportunities in the hotel because this conflicted with his family interests: 

Because of my family situation with two small children, I really can’t move on in the 
company, and I like what I do but it’s nice. They approach me every now and then 
and ask if, the previous general manager would ask me fairly regularly anytime I 
wanted to move up and do something else, let her know. It’s always nice to have that 
option. It’s just that I really, with my time constraints, I can’t do a lot of the other 
things around here, but I think they are very supportive of me. 

For Owen, family was number one in life and the purpose of work was to support the 

family: “For me? If you ask me, it is to support my family, to see my kids go to good college, 

so I can afford for them to get good education and be successful. That is basically my 

purpose.” At first, he could not see the company and the leaders helping him in his personal 

life, neither in balancing work and family requirements. For Owen, personal life and work 

were separate: “In my work yeah, but in my personal life I’ve never got help from them. I 

never bring my personal situation. I always have it separate.” At the same time, Mat valued 

the company for accommodating his schedule for family reasons. He was offered a 

supervisor position, which he declined because he needed to be with his kids. The company 

made arrangements for him to leave at the hours he had to leave and hire a night supervisor 

for the hours Mat was not able to cover. Furthermore, Trixie was pleasantly impressed by her 

department’s flexibility with the policy for no personal errands at work. She illustrated the 

accommodations people received for their personal responsibilities in the following way: 

In my purse today I have a school form that I need to fill out for the good grades for 
the car insurance. I will fax it to the school so that I have it to send to the insurance 
company. I told D. today when the report card came, “Can I fax them to their dad 
who lives in TX?” and he looks at me like, “Yeah, no big deal.” In my other job I had 
to ask and I needed special permission to send two sheets of paper across the fax 
machine. No, it’s not like that and yet you are here the same time the doctors are here, 
you are here the same time most organizations are. You have to be able to make a 
call, and yes, it does say that in the handbook and I kind of blindside it, because you 
have to and everybody else too.  
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In addition, Owen also admitted that he was free to take care of small personal 

matters at work because the atmosphere was not restrictive. Even during the day, it was 

important for Sally to get a couple of minutes for herself: “…but I think it’s, it’s important or 

else you would just have a very boring day. You have to have that laughter there to break it 

up, so...” People did not completely observe the restrictive guidelines because everybody 

used the phone and the computer for personal matters although they never abused it. Jack 

also agreed with Sally Johnson that at this company employees overlooked policies and took 

care of personal things: “If you gotta make a phone call you gotta make a phone call. Uh, if 

you gotta be on the Internet, I walk all over this hotel, I know people, you know what I’m 

saying? There’ll be people on the Internet, there’ll be people making phone calls, you know.”  

Mat demonstrated how professional and career growth was not important to him 

compared to family. The company benefits of vacation days (which he would always need 

more of) he spent on traveling, mainly for friends and family reasons. Furthermore, because 

of these family values, he was also a leader who accommodated his employees’ scheduling 

according to their WLB needs. He said that taking care of personal situations while at work 

was acceptable within limits. As a manager, he would always accommodate emergencies and 

special occasions:  

That’s fine if you have to take care of your personal business and it’s an emergency, 
that’s fine. We will not be going to hound you about it but if you are on the phone 
everyday we will say something about it. But if you have to take off to go to the 
hospital because your grandmother had an emergency, then go ahead. We will find 
someone to take care of it.  

Furthermore, several participants such as Jocelyn Marie, Sally Johnson, John, and Pat 

mentioned that working regular hours was important for them. For John, the ideal world was 

a regular 9–5 job, free from irregular work hours. His dream was to be a musician. And 

because of these values, John as a leader accommodated his people’s wishes and preferences 
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regarding which holiday to work on. He, as well as other managers, compensated people for 

personal sacrifices by giving them hours off or different days off. However, he also started to 

believe other people’s reasons for flexibility less. At the same time, he realized that he 

wanted from the company the same things that his employees wanted from him. He needed 

the organization to allow him flexability with time and schedule. He needed time with his 

children, as well as to be able to make short-notice adjustments. 

The same way, Pat was missing out on her child and felt incomplete at home. She 

suffered when she was not able to perform either of her life roles well. This forced her to 

submit her resignation. She welcomed flexible work schedule and work expectations 

because, in her view, life was not only work. And to her surprise, the company did offer her 

the most flexible and understanding arrangement there was—part-time employment from 

home: 

I thank them saying like an hour after I gave my notice saying to me, “We’d love to 
keep you on, you know, can you work from home part time in order to, you know, 
still try and drum up business for the sales office?”… So, I mean, I think that they are 
creative in that, you know, looking at my strengths and seeing what I can do and 
respecting my decision that I wanted to stay at home and be with my daughter, but 
you know, “Hey, we think you’re great at this why don’t you continue doing this for 
us?” 

According to Veronique, who also had strong family values as she described the most 

meaningful work in her life—the raising of her sons—WLB was absolutely possible with X 

(the management company). She was the perfect example of their tolerance, understanding, 

and balance values because she was the first and only virtual employee of the hotel:  

Ah, probably within X Hospitality organization I am probably the one single and best 
example that I can think of. I have been with X for over 6 years. I have a chronic 
illness, which is sometimes difficult to balance. My company and organization 
recognize, and it’s chronic nothing that will ever go away. It is not like cancer 
situation where you go for treatment for 6 months and it takes your physical abilities 
away for a short time. And then you regain your strength and continue on. My 
situation is a constant battle every single day as long as my physical limitation is 
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going to allow me. My company supports me 1000%, 1,000,000%. They have 
allowed me to set up a home office to work from home. They have allowed me to 
balance my working and health abilities on a daily basis. They recognize my 
achievements. They value what I have been able to contribute to the company and to 
the business. They do not look on my limitation because of my disease. Instead they 
look at the challenge that I face every day and support me whatever I can do and if I 
feel strong and work at full force that is wonderful and if I have for a day, a week, or 
a month, I have to cut back on my work schedule, because I need to rest and regain 
my strength. Again, they are right there with me.                                                      

Flexibility also depended on the type of job performed. For example, in Owen’s 

position the work was very physically demanding. The demand of the job itself and the 

specifics of a profit-oriented business did not always agree with Pat either. However, 

according to Jack, the company did make efforts for good WLB balance as long as the nature 

of the business allowed it:  

This is a 24-hour company, so I mean if you took the job, you know what I’m saying, 
you know what you took when you took it. So, I mean not many people here work 
midnights. I think there’s maybe five or six employees that work midnights, yeah 
about five. So I mean, technically it’s not bad to me. They do a good job and I think 
that most people have a normal, pretty normal home life.  

Additionally, too much activity translated into stress and stress was never good to 

have in the workplace, according to Owen. However, Jack saw no stress in his job and he 

even called his responsibilities “a piece of cake.” Sally kept her work-life balance unaffected 

by the stresses of work and managed not to translate the negative effects at home. Similarly, 

Pat divided home and business. Home was home and she did not want the stresses acquired 

at work to spill over to the family: “I wasn’t the type of person that brought my work home, 

you know. When I was home I was home. I tried not to check my email or call in and see 

how my dinner was going that night or, you know I tried very hard to just, when I was home 

it was home, especially having a child, I mean, you know?“ However, she was still unable to 

get things done in her personal life because she worked so many hours and brought the stress 

from the job home: “I couldn’t do anything anymore because I was so stressed out all the 
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time and I took that home.” In this regards, Jack criticized the insufficient sick and personal 

leave benefits that could otherwise be devoted to associates’ family needs:                                                            

Say, for instance, this year say you caught the flu back in February, then that’s a bad 
year so you just had your appendix out or whatever, so you had to be off a week. So, 
that week you’re off, you’re not getting paid for nothing. Then, the school year starts 
and your kids get sick. They get the chicken pox or whatever. Now, you’ve got 
another couple o’ days, three days off without pay. So, you know, you might have a 
couple o’ kids, so you don’t know what might go on. So, I mean, I’m not saying that 
you’ve got to use all your sick days but you need 15-20 sick days a year. But I think 
they should bring it up to maybe, at least five, in my opinion, five to seven. 

Bob suffered the consequences of a 24/7 type of industry, where he had to work 

weekend and night shifts and be away from his family. But he realized, just as Jack and Kate 

did, that this was the industry and one knew what he/she was getting into back when 

accepting the job. Jocelyn Marie started the conversation about WLB in the hospitality 

industry and what an oxymoron that was, especially for the Front Desk (FD) or the Food and 

Beverage (F&B) positions where people had to work long and irregular hour shifts. 

Furthermore, Stan explained the face-time culture in the industry that often made people 

sacrifice personal family values for their work commitment. That type of culture, fortunately, 

Stan could not see in this company:  

She was not demanding. She knew that you being an adult you know what to do. She 
was not watching the clock. You know when you need to be at work and not need to 
be at work. Other companies even if your work is done you have to hang around to 
show them that you are there. With X if you have done your work you can go home.  

On the other hand, Trixie saw only the beauty in the business—helping people. 

Hospitality organizations are help organizations. Jocelyn Marie also touched on the very 

purpose of hospitality—to be good to customers and fulfill their needs, but at the same time 

to respect coworkers equally: “When you turn to your coworker you are not gonna all of a 

sudden just shut all that up and be rude. You take care of everybody.” Furthermore, Thomas 

Moore and Pat reiterated again the goal of the business—to make the customer happy. It was 
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meaningful to satisfy guests as well as to give them the best experience by being personal 

and putting in your best effort. For Alexandra, too, the guest had to have a good experience 

and that depended on the way employees felt about themselves, which went back to how the 

organization supported its people and how meaningful work was for the individual. Thomas, 

however, recognized the stress and emotional fatigue, which were a reason for the high rate 

of the industry’s turnover that Jack also talked about: 

Of course, me dealing with very personal issues, with people everyday, gets to be a 
little stressful. In fact, little doesn’t begin to describe it. It gets extremely stressful 
sometimes. So my perceptions have changed a little bit and I could see that with, um, 
follow up letters, where in the beginning I was getting a letter for every event and 
now I get one like every, no maybe I get two letters, and then I won’t get one, and 
then I get two, and then I won’t get one. And maybe that’s because I’m not putting in 
all that I used to put in or maybe I’m taking for granted their needs and saying, “Yes, 
yes, I know you need this.” I don’t worry about it, instead of before I’d say, “You 
need this, let me see how I can do it” and following up. There’s too much business to 
be that very personal with everybody. (Thomas Moore’s Interview) 

Trixie supported the need for a personality fit with the type and purpose of the 

business: “In the hospitality business your job is to find people that fit into the wheel. I mean, 

if you don’t want to help people, like a banquet whatever, then you are in the wrong spot. 

This is a help organization.” In this sense, she expressed how this job fitted with her 

personality and also agreed that the organization was successful in finding people who fit the 

positions of serving guests. In that same line of thoughts, because serving others is humane in 

itself, Haefy noticed that the business was unique. Not everybody could serve others by 

nature. It took only a special kind of people who could do that. In addition, Bob noticed that 

the business required people to be patient and peacemakers in order to satisfy guests: “If I 

was a macho troublemaker I wouldn’t be in this business because you have to put up with a 

lot from guests, so you have to put up with a lot and be a patient person to be in this 

business.” Kate also talked about the nature of hospitality that required politeness. She still 
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greeted people that she did not know when coming down the stairs of the parking garage. In 

addition, Kate admitted that there was more personal contact with the guest in this job, 

especially at the FD and sales positions, where more improvising and coming out of the 

structure was required. In this respect, the company enabled its associates and was very 

supportive: 

Sales people come out of their structure all the time, to give whatever they need to get 
the group in the house. And that’s what they do. If you want to bring a group of fifty 
people in, and you want ten rooms for free, they’ll do that to get your group in.  

Stan also expressed how the very nature of hospitality did not tolerate many rules and 

policies of operation because most everything and anything was a surprise. He called it a 

judgment call: “In the hotel industry it’s a give and take, it has to be both ways. If I ask a 

manager to work six days, the day he comes to ask me extra day off I will not be able to turn 

him down.” 

Another feature of hospitality that Kate saw was the vast diversity of people, tastes, 

preferences, and expectations, so that it was always difficult for the industry to satisfy all 

different pools of customers: “You have so many different people, dealing with so many 

different issues that something’s always going to slip through he cracks.” Thus, like Jocelyn 

Marie, Kate also maintained that there was no inhumane workplace in the industry, in spite 

of the pressure and the individuals who did not value people’s personal needs: 

So, I don’t think there’s anything really inhumane about any of the places I’ve ever 
worked, especially this place. I couldn’t even think of, even when I worked up the 
street I didn’t think it was inhumane. Just because they frowned upon certain things it 
didn’t mean I couldn’t go to my doctor’s appointment. They just kind of made you 
feel uncomfortable when you left.  

Kate opened an age-diversity discussion concerning America’s current workforce that 

was affecting the hospitality business. She talked about the new generations X and Y, who 

placed personal life before work. As a Baby Boomer representative, she was taught a 
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different work ethics that money should come with hard work. Thus, she disapproved of and 

distrusted the younger generations that were taking over the workforce: “But it frightens me 

that they’re going to be running the country when I’m trying to get social security, which I 

should be entitled to after I’ve worked this hard, for all of my life.” 

According to Stan, the business was easier when there was trust between leaders and 

employees. It was easier when there were people who had a professional attitude to the 

business like in Europe, where hospitality was not a summer job but a profession; and 

professionals did not need excuses, and did not abuse resources. They were focused on the 

purpose of their profession, which was to please others: 

In Europe you have a profession. Here in America is just to make money. It’s a 
different profession. That’s the problem you have here. Maybe in Manhattan you 
have profession but not really because there are a lot of people who want to be actors, 
so that they have a paycheck just to survive. Same in California. There they have 
three things in mind: they are server, surfer, and a student. If the surf was good or 
they were studying they were not at work. But this is the American business. It’s not 
taken very seriously. In Europe when you are a server, that’s it. You are not a student 
or this or that. If you are clock room person, that’s it. And they make money and 
demand money. I have seen a doorman making a fortune and clock-man lady making 
a fortune. Those people were not even touching their paycheck. They were living way 
beyond on their tips. But it’s a profession. It’s not “I can not go to work ‘cause I am 
at school.” 

Lastly, Haefy cautioned against the dangers of emotional labor in this business. In his 

definition, when others were unable to see you as who you are that was called emotional 

labor. It also takes people to be able to enjoy the work in order to be able to do it 

successfully: “To get up and go to work and enjoy where I am, this is the only way I can 

continue doing what I am doing.” Sometimes it is difficult to appreciate others, to show them 

respect, and at the same time not to demand it for yourself, added Haefy. Thus, the 

organization’s task becomes more difficult in pleasing hospitality employees because they 

know what means to be pleased indeed. John, too, viewed hospitality as emotional labor—an 
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act where people have no right to demonstrate personal negative feelings or disagreements 

while acting:  

I tell the guys that work for me all the time, “If you had a bad day, if you had a fight 
with somebody, it doesn’t matter. You come in here, it’s like show time. You have to 
turn it on. I go out to a restaurant, if the waiter had a fight with his wife, don’t let that 
affect me. I’m paying to have a nice meal, and people come in here to enjoy the 
experience of the X hotel, they shouldn’t have to worry about anybody’s personal 
issues. I mean, there will always be exceptions, emergencies, different things like that 
but if you’re just not feeling well today or you’re just not, whatever it is, you have to 
sort of let it go, it’s time to turn on the act if you have to. Hopefully you don’t have 
to, it just comes natural. …but I think to some degree when you work in a place like 
this, it sort of is like working at Disney. 

Besides this, Alexandra compared the hospitality job to a stage and employees to 

actors who provide happiness for guests. The unattractive portion came from the many hours 

of doing that and sometimes the lack of associates to cover some roles on the stage, which 

could exhaust the rest, but “it’s the nature of the business.” In addition, John echoed the ideas 

of other participants about the type of business they were in—a business of making the guest 

happy 24/7. That caused WLB challenges, personal sacrifices for the job, and high turnover 

in the industry. Most of it was just the nature of the industry and its unpredictability: 

But every now and then, the thought occurs that there is another lifestyle out there 
where you don’t have to be responsible for anybody but yourself. If someone calls off 
you don’t have to worry about that shift being covered, you don’t have to worry about 
I have to make sure I’m home Christmas morning, so I can see the kids, open their 
presents. But up until the week of sometimes I don’t know if I’m going to be there or 
not, because I don’t know what the schedule is going to be like or the business level 
of the hotel. So, in that sense I think an ideal workplace would be more Monday 
through Friday 9–5. That would be ideal. 

Thus, Owen agreed with Thomas and John that stress made a workplace bad. Sally 

Johnson and Jack joined by expressing how WLB was difficult to achieve in an industry with 

the following characteristics: 24/7, “sporadic hours,” and “never a day off,” because “we’re 

never closed.” 
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Written reflection data. In her written reflection essay, Jocelyn Marie said that 

managers had a good sense of family values and it was comforting to know that if there was 

an emergency her employer would understand “that family comes first.” On the other hand, 

because Kate had a different work ethics, the long work hours of the business were satisfying 

to her: “I can tell you that there is nothing more satisfying than KNOWING you did your job 

and did it well. That staying late to complete your responsibility or working on your off day 

can actually make you feel good about that” (Kate, Written Reflection).  

In Nora's opinion, a real humane organization needed to care for associates and their 

families. However, she had not found this to be true in this organization with her experience 

of being written up “for taking my one year old son to the emergency room and not telling 

the manager on duty…which, by the way, was someone that was terminated several months 

ago. No amendment was issued…who was the MOD? I’m really not sure” (Nora, Written 

Reflection).  

As Veronique expressed, in her written reflection: “Hospitality, in its very essence, 

should be humane. To be anything other, would be an oxymoron.” Furthermore, as an 

advocate of the individual-organization fit, Jocelyn Marie discussed the type of people that 

hospitality needed to hire – people with the desire to take care of other people because “all of 

that power in the wrong hands would be very detrimental for any organization. If you put 

someone into any position in a hotel that is not interested in taking care of people, it is going 

to make the wrong difference (Jocelyn Marie, Written Reflection).” In the same line of 

thoughts, Kate expressed in her written reflection: “We are in the people business and to be 

honest the people that come to the hotel are not always nice and that can be very difficult to 

deal with.” 
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Documentation data. After explaining the vacation policy, summarized in the hotel’s 

overview of this chapter, even the Associate Handbook encouraged employees to plan their 

personal lives in accordance with industry characteristics: “When planning for vacation, 

please take into consideration business needs during busy times of the year. Vacations should 

be scheduled in a way that minimizes interruptions to hotel operations” (p. 20).  In addition, 

the Associate Handbook enumerated all benefits that the company extended in order to help 

employees balance their work and life: 

After completing 90 days of employment, full-time associates will receive three paid 
sick days (24 hours). Thereafter, three sick days (24 hours) will be accrued annually 
on your anniversary date. Any unused sick time will roll over into the next year and 
be added to your new balance, not to exceed 20 days (160 hours). A sick day cannot 
be collected unless it has been earned and may not be borrowed for the future. If you 
are absent from your regularly scheduled work because of illness, injury or medical 
appointments for yourself or your spouse or child, you are given available sick leave 
pay at your normal rate of pay. (p. 19)    

The AOS also indicated a 9% decrease of trust that “The company is sensitive to the 

relationship between my work life and personal life,” from 72% in 2006 to 63% in 2007. 

However, the statement “Rate your immediate supervisor or manager – accommodating you 

when you have a personal or family matter to attend to” was rated positively by almost 84% 

of the hotel’s associates who participated in the company AOS in 2007, which was a 27% 

increase over 2006. These results also reflected the company’s lack of written policies 

regarding WLB that all participants indicated in the above discussion. 

Additionally, the nature of the industry was visible in the company’s documentation 

just like in several employee descriptions in terms of hours of work, holidays of work, 

conduct at work, and dress requirements: 

Punctuality and good attendance are essential for the effective operation of the hotel. 
You are an integral part of the hotel and other people depend on you. If you are 
absent or even late in reporting to work, you place a burden on your fellow associates. 
You are expected to be at work and on time as scheduled. If you must be late or 
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absent from work due to illness, injury, or emergency situation, you must notify your 
supervisor at least two hours before the start of the shift….Absenteeism or tardiness 
that is excessive in the judgment of X will not be tolerated. If you fail to call in for 
two consecutive work days, your supervisor may request a writing physician’s 
certification before allowing you to return to work.  
Since our hotels are open 24 hours per day, 7 days per week, it is important to 
remember that some associates will be required to work holidays out of business 
necessity. (Associate Handbook, p. 15, 19) 

The qualities of politeness, serving, and patience mentioned by Haefy, Bob, and Kate 

were confirmed by the Associate Handbook as well: 

Your manner of dealing with guests and co-workers should ALWAYS be friendly 
and courteous. You represent the hotel. The service and courtesy you extend will 
create an impression the guests will remember. This is of utmost importance, and 
since our business depends on service and courtesy, failure to follow this guideline 
AT ALL TIMES could jeopardize the success of our hotel and will not be tolerated. 
(p. 8) 

Furthermore, the statement “I understand the goals and objectives of my hotel” had an 

87% approval rate in 2007’s AOS, which was a considerable increase from 2006’s 68% and 

confirmed people’s proper fit with their jobs. “I have a good understanding of what is 

expected of me in my job” also had an increase from 62% approval in 2006 to almost 87% in 

2007’s AOS. These statements confirmed the organization’s value of recruiting people who 

are suitable for the type of business. Moreover, Hadley confirmed the impressions that the 

industry required people to leave their personal emotions at the doorstep before entering the 

work role. However, she expressed concern about the emotional well-being of associates as 

well, and made it a leadership and company responsibility to watch for that danger:  

I tell people at orientation that in this business a lot of the time people tell you to 
leave the garbage at the door, then you check in. I understand that this is not reality. 
There is too much going on in the world today that you are going to bring things in. It 
is what I and the company ask that you don’t take it down to the floor. If you want to 
talk to someone, that is fine. If you want to come and talk to me or a manager or 
another associate, that’s fine. And I am OK with that as long as that is appropriate… 
But now we understand that things go on but I ask that you take a deep breath and do 
try to take through your shift and if you have to talk to somebody that is fine, but 
don’t take it on the floor and take it down on the customers and other associates. 
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Furthermore, Hadley emphasized the importance of responsible behavior in the 

hospitality industry as well: 

No, and even if there is a reason, if you have an emergency and you have to leave, 
you need to communicate that. And although we will work with people and we 
empathize with people, you still, as an adult, as a functioning member of society, 
have to communicate with your employer. We respect you and we expect respect 
from you. 

As the HR director (HRD) of the hotel, Hadley, agreed that people needed to do 

personal things at work and that was acceptable as long as they did not take advantage and 

did not put others in danger. She trusted employees because in her worldview trust was a 

relationship that did not disappear if not broken. She felt that WLB situations were met at 

this organization and leaders felt for people’s circumstances: “That is fine, we understand 

that people need to do personal things at work.” As an employee with personal needs herself, 

she also met with understanding and confirmed the hotel’s leadership resolution to emphasize 

and help people with their personal responsibilities: 

But we also had this conversation with A. I called him, I had a doctor’s 
appointment his first day and I called him. It took a while to make. “A., I have a 
doctor’s appointment. I waited 30 days for this appointment. I was going to come at 7 
and leave and come back.” And he said, “Absolutely not. Why do you need to do 
that?” I have set an agenda for him to meet with people and then his assistant had the 
same issue she had a dentist appointment and she told him and said, “I will come in 
the morning but I will have to leave to go to this dentist appointment” And he said, 
“You know what H., the fact that she came to me and told me that she will come early 
and stay later this already shows me that she is a dedicated person. So, I understand 
there are things in her life, so I told her, ‘You need to stay and sleep in for an hour, go 
to you appointment and then come in.’” And if I am confident that someone is a hard 
worker and they give us everything they’ve got and they need time to get their life in 
order we will get that to them. And we have done it consistently, we have, and we 
understand that people have a life. P. in housekeeping works with her staff for some 
people’s day cares do not open until 8am, so they come in at 8.30am. So, we work 
with people like that. 

In that respect, the company documentation discussed the flex-time opportunities as 

well as the other time-off benefit options. The term “flex time” stood out among the rest. As 
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explained earlier in the HR documentation section of the chapter, this was to be used as a part 

of FMLA for a period of time to ease a personal health situation and have one’s job 

guaranteed by the organization until that person returned to full-time work. 

 Observation data. The observation journal of the researcher did not observe any 

work-life balance events organized by the organization for the duration of the study. In 

addition, that same period of four months total did not permit the observation of any effects 

that work could have had on the family life of participating associates. The only instance in 

which the researcher was allowed in the family life of a participant was when one of the 

associates came to the scheduled interview with her toddler. All fellow employees were 

happy to see the child and treated her very kindly. 

In addition, several artifacts in participants’ offices revealed their personal 

aspirations, hobbies, or shared moments from important family scenes: children’s pictures 

were in almost every office or on the screen savers of employees; there were collections of 

staffed animals; personal mottos and life-value signs hanged on the walls. Furthermore, 

several interviewed participants were consistently seen working on the weekends even after 

their regular work hours Monday-Friday were satisfied. That was explained with the personal 

ethics of these same participants for taking care of hotel events, not with a company policy or 

leadership infused pressure to put more hours on the job. 

Question 4: What is Your Attitude Toward Work in This Organization? 

Interview data. Jocelyn Marie’s meaning of work and life was to help people, to make 

their day, to make a difference, to satisfy and to keep them happy: “Oh just helping 

everybody. When people leave here they are satisfied and if I ask them if they have anything 

else and they are, ‘No, you took care of it all,’ that makes it worth it all the paperwork.” 
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Meaning, in her definition, was happiness and a feeling of satisfaction that she was making a 

difference and taking care of people. In addition, people in an organization needed to know 

what each of their roles meant for the whole body of workers in order to feel the importance 

of their contribution. For Haefy, meaning also came “if the people that I work with are 

satisfied, come and leave with a smile. Someone having a bad day and leaves in a better 

mood. For me it’s just a real proof of effort.” Work was meaningful to Trixie when in her 

daily activities she helped people from different departments in the hotel: “It’s just nice to 

work in a group that does appreciate what you do.” On the other hand, Bob felt accomplished 

by making sure the guest was satisfied all the way. This was his attitude toward the job and 

the meaning he derived from his work—to make the guest happy and not to leave anybody 

walking away without saying “Thank you, I appreciate it.”  

Additionally, Pat stated, “It is in my nature to want to help people, which is also what 

the hospitality industry is about.” Furthermore, “To me a meaningful workplace is 

somewhere where you personally feel that you are helping people and making a difference.” 

Pat felt meaningful and accomplished at her previous job because of the care she provided 

for kids; “money didn’t matter;” she felt that was her calling. A meaningful work experience 

example from Trixie’s past was when she was teaching kindergarten students. Also, work 

presented John with the opportunity to help someone and to be useful.  

Thomas Moore’s goal was to make the customer happy. It was meaningful to him to 

satisfy and give them the best event experience. In that relation, guest recognition was 

important: “So then when I came in, that was some of the content: ‘We’re so glad that you 

came in and thank you for taking good care of us and making us feel better and putting our 

mind at ease’ and all that.” His current occupation was the most meaningful workplace 
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because of helping other people and participating in their memories. Validation from others 

made work meaningful to Thomas: “It is nice to say your name and to be recognized for 

being good at what you do.” Furthermore, John experienced satisfaction when the job was 

done and the guest was taken care of:  

I guess the most important thing and the most satisfying thing is just dealing with the 
guests on a day-to-day basis and sort of making sure everything they want is taken 
care of. Having someone come back and say, “That restaurant recommendation was 

excellent, thank you” or you know those kinds of thingsinteraction with the guests 
on a day-to-day basis and just insuring they have a good stay, and seeing their 
reaction when you’re able to accommodate, or even do something above and beyond 
what they weren’t expecting. 

For Stan, meaning and satisfaction came from his employees as well as from the 

guest: “When I get a good comment on my managerial of the associates that makes me 

happy.” Finally, Stan reasoned on the essence and purpose of the hospitality profession, 

differentiating the attitude toward the various hospitality roles in the United States and in 

countries in Western Europe where he had had experiences. In a cultural sense, the meaning 

one derived from his/her job depended on the total cultural regard for that job as a profession, 

Stan said: 

But see, in the hotel industry here it will not happen because our industry we are in 
America, we are considered as a slave from other people how they look at hospitality 
people. They think that you are a slave. Go to some hotels and you will se how the 
people treat the buss boy, the server or the chambermaid. It’s not like you see at the 
movie all pink and rosy. They treat you like crap. In F. this does not happen because 
in Europe it’s your job, it’s a profession in your passport. It’s recognized as your 
profession.  

Bob was confident in his skills and proud to know his job. Moreover, Kate liked the 

type of work she was doing and she thought that a bad place to work for is where you do 

something you do not like “because you’ll find everything wrong with it.” In regards to this, 

she discussed the type of people that made it a negative environment for everybody by their 

constant complaining and wanting more. She wondered where were the morals of learning 
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how to be modest and happy with what you have? Ralph also mentioned that fulfillment lay 

in enjoying work, not merely seeing it as a way of making money. Moreover, Mat saw work 

as an avenue to get away from real-life responsibilities and to have fun. Pat and Alexandra 

were among the supporters of the idea that in order to experience meaningful work one 

should be involved in something enjoyable. Alexandra was excited to work in the hotel 

because she felt it as her own. She was happy with the work she did there. Her primary 

advice for people who wanted to experience a meaningful workplace was “enjoying what 

you are doing for 10 or 11 hours in a day and if you don’t enjoy it you should learn the way 

of making it enjoyable somehow.” Stan’s work attitude was one of play, enjoyment, and 

satisfaction, too. He liked the variety in the job and that made it pleasant for him, not tedious 

to work extra hours. Haefy’s work attitude was very positive as well. He enjoyed the work 

and had “a sense of appreciation of our job. I like where I work. I enjoy waking up in the 

morning as rare as that is, get up and go to work, and enjoy where I am.” Additionally, 

Trixie’s attitude toward work was one of joy and, similar to everyone else in her office, she 

loved what she was doing because “you should like what you do because life is too short to 

be miserable at work.”  

Owen took pride in his work and felt important to the mission also: “I guess I feel 

pretty, what I do in this organization is pretty important ‘cause I have to purchase all the 

beverage… I do not know if you know that but our wine list is one of the best wine lists in 

X.” Being successful at work “makes you feel good that you do your job; that you have 

achieved something; and your hotel is getting better and better.” Furthermore, work was 

identity for Owen: “Work helps define me as a person through my achievements and 
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accomplishments. It makes me a successful person.” Nevertheless, he expressed how the 

main reason for working was to take care of his family and their needs. 

In the same line of thoughts, Thomas Moore was a workaholic and a perfectionist: “I 

would like to be the best of what I do in the city.” To him, meaning was in the uniqueness of 

the products he created. The opportunity to be successful was grand. Like Thomas, Ralph 

loved his job to the point of perfectionism and complete detail, often spending 60 and more 

hours a week on the job. He was there even after 7pm and even if his wife persuaded him to 

take a day off, he always had the phone ready in case his staff needed him: “I don’t want 

them to think I am isolating them.” He was committed to his job and was wondering, how 

was it possible for people to watch the time and want to go home? Similarly, John’s personal 

ethics toward the job was one of obligation until he had finished what he had started for the 

day. Sometimes, this kept him overtime even when he preferred to be with his family.  

Just like Kate, Veronique noticed the new generation’s work attitude in comparison to 

her Baby Boomer work ethics: “I am a Baby Boomer, so I am the generation between post-

World War Two worker that had very strong work attitude – ‘this is the company’s way and 

the company’s policy or the road.’” The new workforce valued the quality of life and work 

and sought more accommodations throughout their lives. In this line of thought, Pat was the 

type of person who loved to spend time with her family and share the growing years of her 

little daughter. She looked for the type of balance between life’s various domains that 

allowed one to do something meaningful that he/she felt passionate about: “I think you 

should still be able to do the things that are important to you.” And although she expressed 

the need to be challenged at work, she said that life was not work and did not need to be 

overcome by work’s responsibilities.  
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Furthermore, this type of job was meaningful to John because it presented him with 

something different every day, new challenges, “and new situations to deal with.” On the 

other hand, Mat was one of these people whose attitude toward work was dutifully 

completing orders, even if he knew the outcome would not be as positive. Sally Johnson 

thought that work presented for her a creative outlet, preventing her from boredom and 

dullness. The meaningful workplace was a place she believed in without being forced to. 

Veronique also shared how a non-paid work activity, such as raising children, could be 

meaningful and rewarding because of the intrinsic values one cherished. Sally Johnson even 

shared an example from a non-traditional work that she had completed successfully, which 

had become intrinsically very meaningful to her:  

The meaningful work I have experienced in my life isn’t traditional work. I feel that 
putting myself through school and becoming successful (at least in my eyes) took a 
lot of hard work and determination. To me, that is meaningful because I did it myself. 
I worked the entire time I was in school and still graduated with some of the best 
work in my field. It also was meaningful because I was the first person on both sides 
of my family to graduate from college.  

According to Veronique, work should be approached with a grateful attitude because 

employment was a gift: “If we promote and display a solemn attitude, then that is the 

response that we will get back. If we approach work with a different attitude, respectful 

attitude, thankful attitudethis is what you are going to get back.” Work is not an obligation. 

It provides meaning. This is why people should work in what they have real talent for and 

what they have received a calling for. Veronique thought that every employee had a 

responsibility to be respectful of their job, the organization, and others: “it is your first 

responsibility to be respectful to your job and to the organization where you are employed, 

but if you don’t respect your job and you don’t treat it like the gift that it is to you, you are 

going to lose it.” In addition, the meaningful work and happiness in life depended on 



 229

happiness at the job, Veronique said. Thus, work’s meaning should not be viewed so much in 

as an obligation, but as a gift and a personal calling: 

If you don’t follow that talent, if you follow work just because someone indicated to 
you that this is something you should be doing or this is what you are going to be 
doing. Think about parent-child situations, the parent always tries to broaden our 
child’s horizon and we put upon them sometimes our own desires and we tell this 
child “Oh you know you can be the president of the USA, you can be a doctor, you 
can be a lawyer.” We put upon them what our desires are instead of watching the 
child’s natural abilities and what they gravitate to as their gift and encouraging that 
gift. If we follow this more meaningful attributes of our life, then we can be much 
happier in what we do.  

In addition, Nora also experienced meaningfulness from the pride in working for the 

first hotel in town – “the only four diamond hotel.” I love that, I love that responsibility.” 

Moreover, Thomas Moore was motivated by the recognition that he was contributing to the 

top hotel company in town. Owen, Mat, and John were proud to be working in the number 

one hotel in the area as well: “Our hotel fortunately is probably the nicest hotel in X, so we 

tend to stay busier than other hotels” (John). Sally Johnson was also proud and appreciative 

of the product and the success of the hotel: “I personally like it when, when my contacts call 

me back and say they, everyone, loved this facility, you know. It makes me feel good.” 

Alexandra, too, expressed pride in working for the greatest hotel in town: “For me the 

perception about the hotel was always great. So, being able to work here, say that I was going 

to work in the greatest hotel in X…” According to her, feeling pride in the organization was 

crucial for associates’ motivation and their involvement in giving suggestions: “They should 

be proud of the organization. It is not just a place where you go and put a number of hours. 

And you should be able to teach that to people.”  

 Written reflection data. In his written reflection, Owen mentioned that doing a good 

job was a source of meaning and satisfaction for him: “I am thorough in my work and take 

pride in making sure things are done right.” In addition, to be loved by his staff and to be on 
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good terms with other departments was an important recognition for Ralph, which made him 

feel proud of his contribution. Moreover, in her written reflection Sally Johnson said that one 

should be able to believe in the mission, purpose, and product of one’s company in order to 

experience work in a meaningful way. In addition, being successful and finishing strong 

made it worthy for Haefy. He wanted to be unique and different from the rest, to be 

recognized as a good performer. He liked risk, order, and learning from mistakes. He found 

the decision-making and the career growth opportunities in this company necessary for the 

creation of a meaningful workplace. Moreover, “Most people will say monetary appreciation 

is the best one and they would be correct. However, a sincere thank you and 

acknowledgement will go a very long way” (Haefy, Written Reflection).  

Besides all of the previously mentioned attitudes to work, Kate’s upbringing and 

family culture had taught her to be hard-working and work-committed at all times. She 

discussed the differences in generations and specifically how the Baby Boomers were hard-

working, taking pride in what they did, and always before the deadline, unlike the new 

generation that Kate distrusted because of their greed for money and recognition: “The 

thought of going to work because it fulfills them or inspires their soul doesn’t even exist in 

their mind” (Kate, Written Reflection). In addition, work gave Kate a feeling of 

accomplishment. There was nothing more satisfying than a job well done, even with the price 

of the long working hours:  

I can tell you that there is nothing more satisfying than KNOWING you did your job 
and did it well. That staying late to complete your responsibility or working on your 
off day can actually make you feel good about that. … Lastly, I was the Assistant 
Controller. This was a very time consuming job. I couldn’t even begin to tell you the 
hours I spent there, but I can tell you that I wanted to spend that time. They needed 
me to do that job just like they needed all the workers they had to do their jobs. And 
they rewarded their workers for that job. (Kate, Written Reflection) 
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Furthermore, Jocelyn Marie expressed in her written reflection that people needed to 

like what they do in order to be happy: “So, really to have a meaningful workplace, you have 

to want there to be meaning, and you have to have enough people with that same overall 

desire to do something of meaning.” It was very meaningful for Jocelyn Marie to work and 

belong to the best hotel in town: “I get to interact with the 250 associates of the best hotel in 

X five days a week.” Moreover, for Stan, meaningful work was unpaid, voluntary, and 

satisfying because it took him away from materialism and helped others:  

I did some non-paid work when I was in the Algerian Sahara, working to raise the 
condition of the Blue Men, showing them a new way of life, as they live very 
primitively. Made me feel good and great to see that my contribution to improve their 
way of life, but also it was a big shock for those tribes. And that the world doesn’t 
revolve only with cars, credit cards, and T.V. (Stan, Written Reflection) 

In her written reflection, when she worked as a kindergarten teacher Trixie felt 

responsible to create special days and open the world for the kids: “Being a teacher, 

especially to kindergarteners, this would be their first experience with school and the teacher 

played an important role. I took this role seriously and wanted to make a difference in their 

lives.” Similarly, Jocelyn Marie was fulfilled by caring for these people who have chosen to 

take care of other people―her colleagues:  

I make sure they get paid their vacation and sick time, get enrolled in their health 
insurance and 401K programs. I interview and hire new associates and make them 
feel welcome, and take them through their orientation. When an associate has a 
tragedy in their life, we get to take care of them. We’ve had associates homes burn 
down, where we all ban together with donations, letting them stay at the hotel for a 
few days, helping find new housing, etc. For some associates, we are their only 
family. It’s not make believe, where we all “play our part” and pretend. I sincerely 
care, and am satisfied everyday when I come and go to work.  I get to take care of 
many important factors for other people that have chosen to work in a field where 
they get to take care of people, just like I have. (Jocelyn Marie’s Written Reflection) 

And finally, in his written reflection John shared his attitude to work and his 

satisfaction from it: “Basically, I just want to feel like I make a difference and that I affect 
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people's lives, guests and employees, in a positive way and to believe I have the freedom to 

do so worry-free.” 

Documentation data. Hadley echoed everybody’s feelings to be part of a good 

company and to work for the best hotel in town: “I am really proud to work for such a great 

company and believe it will continually become greater.” Furthermore, the pride from a 

successfully run hospitality organization was felt in the documents reviewed in this study. 

The first page of the Associate Handbook presented the official message from the president 

and CEO that read: “We are a leader in the hospitality management industry and have 

reputation for our dedication to our associates, guests and owners.” Furthermore, the AOS 

confirmed associates’ positive attitudes toward work in rating the following statements: 1) 

“Overall, rate your hotel compared with other companies you have worked for” received 

63% agreement in 2007, which represented a 27% increase since 2006; 2) “I am proud to 

work for X Hospitality” received 77% favorable responses in 2007 – a 7% increase since 

2006; 3) “I am confident this hotel will be successful in the future” − 86% approval in 2007 

vs. 73% in 2006; 4) “Quality of service your hotel provides to guests” had 88% agreement in 

2007 compared to 55% in 2006; and 5) “I would recommend this company to family and 

friends as a place to work” had 68%, which was the only considerable decrease (21%) of 

positive opinions since 2006. The AOS results from 2006 and 2007 also revealed stability in 

percentages supporting the statement “Cooperation between associates in different 

departments” – 49% in 2007 and a little over 49% in 2006. This expressed people’s 

satisfaction from helping others, which the study revealed as a feature of work according to 

participants.  
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 Observation data.  The observations of the researcher confirmed the general 

disposition of satisfaction and tranquility among participants in regards to their work. Only 

two of them expressed demotivation for the work they loved because of external leadership-

inflicted barriers. From the total of 17 participants, 15 were seen to be excited to work for 

that hotel and were optimistic about their future with this organization. In addition, all 

participants were proud with the product they created through their mutual efforts.  

Question 5: What is Your Organization’s Involvement in the Community? 

Interview data. According to Jocelyn Marie, the community values of the company 

were important and that was the reason why a percentage of the bonus of higher managers 

was based on community service efforts. Every department could be involved if they wanted 

and all the details were previously handled by HR: “If you want please sign up and we will 

have transportation arranged and we take care of all things for them.” In addition, because 

Pat’s passion was social work she found community involvement to be a very important 

value for the organization. In her previous job, she enjoyed giving back to the community by 

helping abused kids. Back from when she was going to school, she felt the calling to be in 

social work. Furthermore, she witnessed associates’ positive attitudes towards community 

involvement and shared many examples of the hotel’s present community initiatives: 

I mean, I think that, that comes down from our management company. That’s part of 
what their company’s about and what they expect the hotels they manage to do – have 
a huge part in the community, you know what I mean? We must get dozens of 
donation requests each week for gift certificates and for overnight stays and that sort 
of thing and I think that we feel good about that but then I think that they also expect 
us to take it one step further. We get graded every week or month. I can’t remember 
what it is, on different things with the hotel like guest satisfaction, cleanliness, you 
know, just typical hotel things and then the last thing is how much, you know, 
community involvement did we have and that’s a part of our grading system along 
with customer satisfaction, so that you can see how important it is for our hotel to do 
that. We also have a thing called dollar for dreams where we raise money each day, 
and then there was also a volunteer committee that, I don’t know if they started it or 
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they tried to start it and it just kind of fell through the cracks, but it was basically a 
committee that was going to meet and figure out some type of community 
involvement that we would have each quarter where we would go and do volunteer 
work. We actually did a couple of things last year. I think the second quarter last year 
we went to the food bank and everybody took half a day and went out there and 
stuffed boxes and volunteered and then the next quarter we went to Animal Friends, 
which is an animal shelter and stuffed envelopes for an upcoming event they had to 
raise money for their animal shelter. 

 

Bob said that only a charitable act, which gives entirely for the purpose of satisfying 

other people’s needs, could be completely selfless. Regular business and average individuals 

could not operate like that unless they had subsistent possessions and were not afraid to 

bankrupt. Stan also thought that real volunteerism came from the heart and did not need to be 

paid. Charity could not be taught. It was all about morals: “If you do charitable, do it. You 

shouldn’t expect money. People should do it from good heart, otherwise it’s not charitable. It 

has to go from you. You cannot show it. If you have it in you, that’s it. It’s like class ─ you 

have it in you, you cannot buy it.” In addition, Bob and Stan would definitely participate in a 

community initiative, but on their own time because of the enjoyment and happiness from 

helping poor people.  

Similarly, Thomas Moore thought that community service was hypocritical when it 

was a duty, “but purely voluntary means I have to volunteer without somebody asking me or 

saying our team is going to do this.” The altruistic community service is different from the 

times when one expects to get something in return. Here was Thomas’ personal experience: 

I have a couple of things I’m working with voluntarily, umm, but they’re not, like I 
said, they are not ultraistic at all because I know I’m going to get something out of it. 
I know that I’m volunteering on a couple of boards for planning events. Why? 
Because I can plan events. Number one, due to my job; number two—job security. If 
anything were to ever happen I know I can go to these people and say, “Hey, I need a 
network, can you help me out?” and I’d be in a network where people know people. 
And, um third is, it gives me time to get away from here, potentially get out and have 
something to do. So, it’s not like I’m going down to the dog shelter, and volunteering 



 235

to clean up dog poop. No seriously, that’s just, that’s voluntary, that’s ok. I’ll take the 
crappy thing and do it. 
 
In this respect, Thomas also thought that all voluntary work at the hotel, which was 

by all means a good deed, was based on a moral obligation to society because of the profit 

and success built off of it. Sally and Veronique, too, confirmed that the hotel’s achievements 

were measured by the extent of community involvement and Alexandra suggested 

participation from a marketing standpoint to get your name known around town. Thomas 

even shared: 

Because the same reason I went to Giant Eagle and I said to them, “Listen, you have 
to give back to the community. I need you to be part of my event. “Why do they have 
to give back to the community? Because they’ve taken so much from it. Because 
they’ve become very successful in their community, which means they’ve charged 
people, uh people stayed with us, we have profited from it, the only logical thing to 
do, is to give back, unless you want to look like a glutton. So, I go to Giant Eagle and 
I say, “Hey, Giant Eagle, you’ve been in this community, I live in this community, 
I’ve spent a lot of money with you, every other resident did too. I need you to provide 
food for this event and I need you to volunteer a few people to come and work the 
event, uhh, will you do it?” They’ll have to. Are they going to? Yes, because I am 
putting it in their face. It’s a little cynical, it is, yea, but I mean, they have to. Now, at 
the same time if I go to someone else who hasn’t profited from the community or 
anything I’d say, “Would you want to volunteer and do this?” and they’d say, “Yes, I 
would.” “Why?” “Because I want to help.” That’s a different volunteerism. Do you 
understand what I mean? You know that. That’s doing it for yourself as opposed to 
doing it because your office is doing it.  

 
Furthermore, Thomas Moore added that he would volunteer in what he enjoyed 

doing, such as building housing for underprivileged people or building something else for 

Habitat for Humanity. This was what he called “meaningful volunteerism” because it was 

enjoyable: “And not to mention, let’s keep in mind that I’m salaried. I get paid anyway to go 

do the volunteerism, see what I mean? It’s not true volunteerism. Do it on a Sunday when 

I’m off. That’s volunteerism, that’s my time.”  Thus, Alexandra would like to be involved in 

community service on the weekends or during workdays depending on her schedule. On the 
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other hand, Owen was not personally involved but approved of the service initiatives in 

general. To him, there was also a little different meaning in support. He would rather be 

involved in helping orphans with their school tuition or feed and buy clothes for poor people. 

Ralph did not participate in community service events because he was too much concerned 

with the operations of the hotel, but he facilitated his staff to participate instead. Just like 

Owen and Mat, Sally Johnson spoke in a “they” form, which made her appear distant from 

the community involvement. In addition, Mat was not involved because he felt that his in-

group (family members) was more important: “I don’t have the time because my time if I am 

not here I am with the kids, so I don’t have time to do anything.”  

Thomas also added that empowerment to share community involvement ideas existed 

in this organization. Mat said that the company did participate in paid community service. 

Leadership was choosing the locations and was asking people to volunteer. Everybody who 

went was recognized in the hotel’s newsletter. Veronique shared that hourly associates 

always had the choice whether to participate and ideas were always welcome. John was one 

of the few participants personally involved in community service with his company. He went 

with them to the community food bank and packaged cereal boxes. Thus, most participants 

from different national cultures believed that community support was excellent in this hotel, 

unlike Jack, who thought that it was not sufficient, or Alexandra who said that the 

organization’s current community involvement was sporadic.  

In spite of her personal convictions that life’s meaning was to help people, Jocelyn 

Marie expressed her preference for associates to be involved in community initiatives on paid 

company time for better response. And indeed, the company has used associates’ paid time 

75% of the occasions when the hotel had been involved in the community service projects in 
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town. Kate and Bob concurred that the organization regularly gave back to the community. 

Even Nora said that the community involvement in this company was “not bad”. She 

witnessed how they had charity events “every now and then” and how the hotel asked for 

volunteers and suggestions concerning which organization to support or donate time to. Stan 

concluded that this was definitely a community-oriented organization starting from the 

corporate culture, to the ex-GM, and to the higher and middle management of the whole 

hotel. Haefy reiterated that the community involvement of this company was rich and 

suggested that community service was a crucial activity for a successful business in a very 

selfish society: 

I see that typically this company is very community involved. Every 3 months they 
are involved in fundraiser or charity event. We are constantly raising money for great 
causes. It’s a very good feelings to be reaching out to the community, to be able to 
help when we can, and even if we raise a little bit of money through food drive it’s 
good to see that the company is directed to give back. It is a very profitable company 
but to be able to give back and truly be concerned of what goes on outside these walls 
in this city is a very good feeling.  

Trixie also expressed observations that community service existed in this company 

and she involved her family in the Christmas dinners with the Salvation Army. However, she 

was limited on personal time for these events because she volunteered in numerous charitable 

programs on her own: 

I get involved with the walks and different things that they have. And the race for the 
cure I am involved in, just because I have friends, family members that cancer has 
touched them. There are things I do at church. So, not that I won’t get involved in 
these ones, but it’s not going to be as permanent, because I have other ones that are 
closer to me personally. I like to be involved always. 

Veronique and John were other representatives who witnessed how the company was 

“extremely involved, very, very involved” in community events, although the nature of the 

hospitality business impeded it with scheduling and time constraints. The parent company 

encouraged quarterly initiatives of giving back and sometimes the hotel worked on a cause 
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for two or three quarters in a row. John even shared several examples of the corporate 

community involvement that stimulated him as an individual and a professional.  

Written reflection data. Only four participants’ written reflection essays touched on 

the subject of community involvement. Jack suggested in his written reflection that 

hospitality should do community service for the poor and homeless, whereas Kate expressed 

that this was what an HO was supposed to do—be committed to the community. As a part of 

describing a meaningful work experience in her written reflection, Pat referred to her 

previous job that was socially involved in nature by helping abused children in the 

community. And finally, Jocelyn Marie shared in her written reflection how with hotels there 

is always something extra to make people feel good. Community service and doing good to 

people were certainly two of these exciting activities. 

Documentation data. Furthermore, participants’ descriptions about the company’s 

community involvement were confirmed by one of the core organizational values, Value # 8, 

mentioned in the Associate Handbook:  

Support and positively impact our communities. We support the communities in 
which we live and work. We actively participate in community programs and 
charitable events by donating our time, skills, knowledge and money. Our 
environment is important to us. Conserving such things as water and electricity, and 
recycling paper, aluminum and plastic are all ways in which we support and impact 
our communities. (p. 6) 

And finally, the results from the 2007 AOS revealed a consistently high percentage of 

agreement to the statement “In my hotel, associates are encouraged to get involved in 

community activities.” This, almost 78% agreement, represented a little decline from the 

previous year (84% agreement to the statement), which proved the studied hotel as a highly 

and constantly community involved organization. 
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 Observation data. The researcher’s observation notes did not reflect any other 

community events that the organization sponsored or prepared for besides the “Dollar for 

Dreams” initiative of selling ice-cream to associates near the employee cafeteria, and selling 

chocolates and other goods to guests at the front desk area. Participants’ non-verbal 

expressions when asked about this topic were all vivid and enthusiastic with an emphasized 

willingness to participate if they could. 

Question 6: How Does Your Organization Express Value for the Human Being? 

 Interview data. According to Jocelyn Marie the organization that expressed value for 

the human being treated different people in a unique and personal way. She thought that there 

was not a standard way of treating everybody at the workplace. Every person is meaningful 

and “every person has their place in the world, and they are all necessary places.” On the 

other hand, Jocelyn Marie also thought that the very semantics of the word hospitality 

meant—to be equally good both to customers and to coworkers. This made hotels part of the 

most humane organizations there were. Trixie supported Jocelyn Marie in the opinion that 

hospitality organizations (even though for-profit) were help organizations. Said simply in 

Trixie’s words, a humane organization (HO) is user-friendly, sensitive to needs, and caring 

about employees and “anyone who comes in contact with them, the organization would 

always have the well-being of the employee at heart.” Haefy, too, thought that the business 

type was unique because not everyone could serve others. Humane in itself meant serving, 

but only a special type of people could do this. 

Most respondents also shared the need of benefits and material well-being. According 

to Kate, HOs are committed to workers with equal pay and fair rules that apply to all. Bob 

thought that an HO offered a safe place to work, protected from bosses, and presented the 
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unpunished opportunity to voice one’s opinion freely without fear. Furthermore, he thought 

that if people felt like owners, they would support the organization better. HOs should buy 

people shares and make them co-owners. In addition, Nora thought that humane was “caring 

about your associates and their familiesthat’s number one.”  

According to Thomas Moore, an HO was an organization like Heinz that made 

employees feel really good. Thomas illustrated that in the following way: “I know what it 

takes to make them happy. Do they know what it takes to make me happy?” Sally said that 

an HO was where employees were not just another number. If people did not feel valued they 

would not put their passion into what they were doing, which would be a tremendous loss for 

hospitality because then there would be no personalities at work. Furthermore, Alexandra 

thought that an organization placing employees first was possible. She gave an example with 

FedEx:  

There is not a year that someone does not get promoted. They really give them the 
freedom and they give them the tools to uphold ideas to do things in benefit of the 
company but at the same time they support you and if you have to they let you stay 
and work from home and you have blackberries and computers and of course that is 
very costly. 

In Veronique’s words a company needed to display compassion, tenderness, and 

respectful behavior to the individual in order to demonstrate value and recognition for 

people’s unique differences. An HO should individualize procedures and not just abide by 

standards. It should have flexibility of company policies. Furthermore, the ideal workplace, 

according to Sally, was the one that let people find themselves. Pat agreed that “the ideal 

workplace is somewhere where you feel like you can be yourself and you feel free and open, 

and you’re challenged, you know.” However, if companies were giving out everything 

employees wanted, that would not create a humane workplace in Kate’s opinion either. Too 
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humane was an extreme that could lead an organization to anarchy and lack of focus on the 

main purpose—to make a profit: 

 Well you know, sometimes if it gets too humane you kind of have the inmates running 
the jail, you know what I mean? You just, you still have to run a business. I guarantee 
you there’s somebody you have to answer to, and whoever’s signing your paycheck, 
is going to ask questions and I would think on one end as long as financial results are 
good especially during this possible upcoming impending recession that’s going on, 
no one’s going to say anything. And if it works it works but, and we’ve had a couple 
scary weeks here where things just got out of control. Like, nobody was running, 
nobody was driving the bus, nobody was in control of anybody and everybody was 
kind of doing their own thing. 

Nora’s opinion was also that an HO is impossible in a material worldview. Stan, too, 

reinforced Kate’s final conjecture that 100% HO was impossible:  

Yes, but that won’t happen. You don’t have 100% free environment type of life. You 
don’t get this...You cannot make it happen especially here in America. Absolutely it 
won’t happen here because it’s all driven by money and this is in their world thinking 
it’s money and power. If you don’t have this you don’t have nothing.  

Unlike Jocelyn Marie, Trixie, and Veronique, who said that hospitality organizations 

are humane by nature, Thomas Moore thought that they could not be HOs because their 

bottom line was the dollar. Once it was about the money it was less about the people and that 

was not humane anymore: “The bottom line has to be the well-being of the people.” If money 

had not been the bottom line, people would not have been let go for poor performance, 

Thomas reasoned. Profit and loss is not everything people worked for. John saw the 

impediment in the nature of the hospitality business, which was unpredictable. In addition, 

Sally also reiterated that “they (HOs) have to not be so money-focused to be able to see you 

as a person.” The HO started at the top by first treating employees well (making them feel 

important, valued, and respected about what they do), otherwise the guest received the same 

negative energy. Thus, Thomas thought that the sequence of the healthy for-profit 

organization had to be: take care of the guest, take care of employees, then employees will be 
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pleasant to the guest, that will make the guest happy, and then he/she will come back to 

experience the services again.  

In fact, just like Kate, Nora, and Stan, Thomas Moore even questioned the true 

existence of a humane organization. He expressed doubt because he thought that in order for 

something to be “humane” the discussion should involve a human, not an organization. His 

current work environment had several characteristics that could be humane: 

However, I think that there is some room for improvement. If we can go back and 
look at our organization we have to ask if all the requirements of the definition of 
‘Humane’ are being met. Are the goals realistic? Is their time for family, religion, 
wellness, etc? Are employees encouraged to spend free time away from the 
organization or do the leaders push constantly for profit? 

Thomas even presumed that there could be a place as close to the ideal and that was 

the place where one wanted to go to every day. For Thomas, that place was where he was 

happy with his coworkers; where he wanted to be every single day; where it was enjoyable 

and rewarding; where guests were happy and never complaining; where there was a long-

term financial reward and stability; and where there was work-life balance. In addition, 

Ralph’s needs were autonomy and control in the management of his department. A good 

workplace was where he could be free to feel the love for his profession without humiliation 

and insult. In such a place there should be respect for people in spite of cultural differences or 

disagreements. Owen’s HO was determined by what the workplace could do for his family in 

order for them to be happy and successful. Thus, John thought that the hospitality business 

limited the extent of humanness and friendliness of the organization on account of the 

irregular business hours and busy schedules that did not allow him to have quality family 

time. Moreover, as Sally said, the HO was a place that did not harm other companies, 

communities, or people. In Jack’s view, in order to be humane, hospitality organizations 

should participate in community service for the poor and the homeless. In fact, Jack thought 
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that a real HO was the Red Cross—an organization that helped people all over the world and 

was non-profit. In Pat’s view, a real humane mission was the non-profit undertaking – “to 

help the children that we served without making any money.”  

Furthermore, it was Jocelyn Marie’s belief that people have control over their lives 

and in that respect could moderate how humanely their organization treated them. Bringing 

that back to her discussion of the power of optimism, she thought that people have to want to 

be happy in order to be happy. She believed that people made their lives the way they were 

and constant complaining could ruin even the brightest achievement. According to Kate, 

employees in a bad mood, who are never satisfied with what is being presented to them, 

could upset the whole intra-organizational morale. Rude people and people who did not like 

what they did were bad for a workplace too: “It’s their upbringing and I don’t think, I don’t 

think that you can change that no matter what your work environment is and I think you’re 

always going to have a group of people like that. You can’t weed them all out.” In this sense, 

just like Kate and Jocelyn Marie, Stan thought that employees contributed to making the HO 

as well, not just the employer. If people were humane in nature, their organization would be 

too. In Jocelyn Marie’s opinion the people one works with also impact how humane the 

organization is. Trixie felt that when there was trust in the workplace, there was humane 

feeling as well: “And here they are good people, so they know they work with good people, 

so why question unless there was a reason to question obviously.” In the ideal workplace 

“co-workers co-exist nicely,” get things done together, and “as your mother always told 

yoube nice to others and others will be nice to you.”  

Finally, as described earlier, Mat and Kate’s opinions coincided in that not only the 

organization should demonstrate value, but people should be responsible to create the value 
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as well. Lazy and complaining people created bad organizations. Sally, too, concurred that a 

workplace was what one made it to be. People had to try and be positive in order to 

experience it: “In the end I think that everything is what you make it. It is a little cliché but if 

you can find at least some sort of silver lining to the work you do you can eventually see the 

meaning to it (Sally).” In that respect, the humane behavior was a code of ethics, according 

to Veronique. She agreed that an organization was as humane as the people who worked 

there and the leadership that gave the example. Veronique concluded the discussion in the 

following way: 

I think if I am going to reflect on one thing—the desire of each of us to live a long 
happy and meaningful life, and work is part of our life. It is something like 70–80% 
of our awake hours. So, it is something that we need to feel happy and fulfilled. It’s 
something we should rejoice in every day. If you are not happy then you should move 
on to find the situation where you are happy. Because it is such a big part of your 
time and our lives. 

 
Written reflection data. As expressed in Jocelyn Marie’s written reflection, the 

organization that expressed value for the human being offered: benefits, good pay, paid 

holidays, sick days, vacation, health benefits, and 401K. Jack also requested “good pay, good 

healthcare benefits, a good sick time leave, good retirement package and sick leave would be 

ideal” (Jack, Written Reflection). In his written reflection, Haefy added that if people felt 

compensated, appreciated, and safe, everything else could be handled as it comes: “People 

will have patience with most every situation if they truly feel those things. In my own 

experiences, I have stayed in jobs through hardship when I felt like that.” On the other hand, 

according to Trixie’s written reflection essay, an HO offered a fun and pleasant atmosphere, 

recognized employees’ life outside the organization, and took employees’ well-being onto 

consideration. Haefy had a conviction that an HO could be achieved only where individual 

goals were not overshadowed by organizational ones; where people were not merely seen as 
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means to an end; where coworkers and management appreciated and cared about people in a 

genuine way. In this respect, Sally said that part of being human is to push the limit after 

achieving each goal in order to develop more and more, “once you reach your initial goal, 

you set another one to strive for and it eventually is about how far you can push yourself” 

(Sally, Written Reflection). And lastly, on account of the impossibility to reconcile the profit 

interests of owners and what employees wanted for their own comforts, Kate even 

concluded: “Possibly, there can never be a real humane workplace. Maybe this is as good as 

it gets” (Kate, Written Reflection). Furthermore, while reasoning about the humane 

workplace in his written reflection, Thomas questioned the need of employee opinion 

surveys “Does a company that is practicing ‘humane’ policies need such a survey in the first 

place? Maybe.” Thomas also concurred that an HO should recognize people’s preferences for 

family, religion, hobby, wellness, or other initiatives as well:  

A humane organization would also recognize that the employee is there to earn a 
living and although the owner(s) may well love what they are doing some individuals 
may not! Some may value family, religion, wellness, and peace of mind over profit 
and loss. With this in mind the organizations leaders would acknowledge an 
employees individual rights to an “honest” days work and not entice the employee to 
miss out on these important life moments to increase profit. In conclusion, I am not 
sure a truly “Humane” organization really exists. It is almost like trying to perform a 
truly altruistic act. There is always a benefit in some form or another for the one 
performing it. This is not to say that the benefit is not warranted, (such as a profit) but 
to say that an organization will always benefit by the sweat of its worker, and most 
workers don’t want to sweat.  (Thomas, Written Reflection) 
 
Finally, in his written reflection Haefy added: “In my opinion, to be humane is to be 

kind and fair, to treat everyone as you desire to be treated.” An HO would be achieved by 

people who look at the positive, not at the negative, in their surroundings and in other people. 

Documentation data. Expressing the company’s agreement with the idea that 

everyone had different preferences for the workplace, Hadley wanted to see personality 
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specific and situation specific management. In addition, the FastFlip Interview Guide that the 

organization utilized for its recruitment purposes, which has been detailed previously in this 

chapter, also mentioned several characteristics very relevant to the effort of creating a 

humane organizational environment. As Jocelyn Marie and Stan said, the values of an HO 

started at the top by choosing a suitable leader, who needed to be caring about direct reports 

(to go out of one’s way; to take time for people; to show concern for people; to be available 

and willing to listen), compassionate (to show empathy; to show compassion for people; to 

be willing to help others; to tolerate differences in behavior), managing diversity (to get to 

know people as individuals; to suspend judgments or opinions about people; to be genuinely 

interest in both common ground and differences), fair (to treat people according to their 

needs), understanding of others, motivating others (to see people as individuals; to figure out 

what motivates each person; to help people feel like they are part of something, to invite 

input, to empower and delegate), ethical, with integrity, trustworthy (to treat others with 

dignity and respect; to keeps confidences), attentive, and patient. This person should also 

have a sense of humor. Furthermore, he/she should be an advocate of work-life balance, 

cross-cultural resourcefulness, cross-cultural agility, and cross-cultural sensitivity (FastFlip 

Guide). 

Observation data. Because the purpose of the study was to explore the perceptions of 

hospitality employees about the humane organization through finding whether the studied 

location is a humane organization, there are no specific attributes pertaining to the humane 

organization that the researcher observed. The qualities of leaders as well as the specific 

attitude people received from their superiors in the workplace, the friendliness of the HR 

policies and guidelines, the physical and social atmosphere in which people work, the 
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support tools provided by the organization, and the organizational involvement in the 

community were some topics discussed in the corresponding interview questions outlined in 

this chapter.  

Question 7: How Do You Envision the Ideal Workplace? 

Interview data. The friendly office atmosphere added essence to the perception of the 

ideal workplace for all participants. People needed to feel welcome and part of the group in 

order to stay loyal to their organization. Kate added that the social environment was caring. 

She described the people in this organization as very personable and eager to get involved in 

one’s life: “My peers and my bosses are all very, um, curious, concerned, interested in your 

personal life.” As an individualist, that was not a likely behavior for Kate to engage in. On 

the other hand, as she mentioned earlier, she did not like rude people at the workplace either, 

to the extent that she did not feel like going to work in one of her previous experiences. The 

culture created in her current organization was caring and friendly, judging by the different 

employee appreciation events―games, parties, birthday cake celebrations, ice cream socials, 

and others. This determined the ideal workplace and this organization in particular as a fun 

workplace in Kate’s eyes: “We’ll play a game, and then we announce the winners and people 

hang out, and talk, and eat, and then they go back to work.” Furthermore, Bob also approved 

of the social atmosphere in his organization, because the people he worked with were very 

positive and friendly. The workplace in this company was pleasant for Stan also because 

people were fantastic. Stan testified to the friendly work atmosphere by referring to the 

genuine relationships between people and the lack of office politics, which was a product of 

the “selfless environment.” In the same regard, meeting different people was important to 

Jocelyn Marie in one of her previous work experiences in the food bank because she is a 
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people-person. Furthermore, the meaning of the workplace (the ideal workplace) for Bob 

came with the joy from the human interaction, the socialization, and meeting people from 

different walks of life:  

That’s why, like I said, that’s why I like this business because I deal with people all 
day. I see the good things and bad things about people, all the different cultures, and 
different political people, and everything. You see them all and it’s fun to watch it. 

Bob called the “fun” and pleasant interaction with his colleagues “time for myself.” 

Haefy, too, was a team player. He enjoyed people, and having a good time together with 

fellow workers was enjoyable and meaningful in his work experience:  

You need to enjoy the people that you work with and learn from them as they learn 
from you to get through the day. It creates conflict but also a sense of family and 
team, which in my life is extremely important. 

To Haefy, a better workplace was one where people looked at each other’s positive 

features, not the mistakes, and where they expressed positive attitude of trust and pardon: 

No matter where you work or what you do, regardless if professional or personal, 
people will really step back and look at who the people really are and the good things 
about them. And this will be a much better place to be, regardless of where you work, 
if you strive for the positive rather than the negative.  

Moreover, it was meaningful for Veronique to be an objective observer of the hotel’s 

life because she did not work there on a daily basis and people shared stories and confided in 

her. She thought that people should respect each other and should be willing to listen in order 

to have a happy and meaningful workplace. As well, Thomas said that the ideal workplace 

was one you wanted to go to every day, one you wanted to be a part of; one where “I’d be 

happy with my co-workers, I’d want to be there every single day because it’s fun.” Thomas’ 

expectations were for a quality of intrinsic and rewarding experience, not for materialistic 

enrichment. He could have gone to a place that is “ranked less” to do less work for as much 



 249

money, but it would not have been the same “quality place” and he would not have received 

the respect from people. 

The interaction with people was satisfying to John and Veronique as well. Veronique 

loved her job routine, “that nurturing, the relationship, I like the interaction, the follow up, 

it’s just fun.” In addition, what made work interesting to Veronique was the opportunity to 

observe people and how they interacted: “Working has provided a glimpse of how people 

react and interact with other people. It is the trickle-down theory. Choose any clichés about 

human nature and you will most likely find it in the workplace.” 

For Trixie the ideal workplace was where “coworkers co-exist nicely...and get 

everything done together.” She was happy about their close and family-like intra-office 

relationships where colleagues were open to each other, loved their work, and had a good 

time together. There was also an opportunity to have fun at the workplace – between the 

hotel-wide organized activities and the little everyday jokes in Trixie’s office where age 

differences did not matter. Trixie liked to be busy, to have a pleasant atmosphere, and to see 

how the company provided employees with the opportunity to make a difference through 

unique knowledge, personality, and skills.  

Of the other opinion, Nora lamented that departments at the hotel did not work 

together as a team. She was trying to change that reality in her department as much as it was 

left up to her, but she felt that everyone should be involved in order for the effort to succeed. 

Jocelyn Marie’s words echoed that feeling: “It’s department to department sometimes, there 

is a lack of communication that needs to get strengthened, but as a whole it works.” What 

made the workplace really meaningful for Nora was the relationship she had with the 

customers and with her employees – “they are absolutely wonderful.” Furthermore, Trixie 
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shared how colleagues treated each other the way they treated guests – with respect and 

helpfulness. They supported and cared about each other. Trixie added even more meaningful 

relationship examples involving one of her current managers: 

Right there was another time with T. that I had a situation that he needed something 
done and I got myself worked into frenzy. I shed a few tears and with me once I start 
crying I cannot stop. I am very emotional person one way or another. And he knew he 
is involved, not directly, but T. being the type of person he is also… He called me 
down he was in a meeting, “I will meet you downstairs”. And I was all tears running 
down my face this and that and I was “Great I will have to help a bride and I am all 
blotchy.” And when I got down he had a table, a bottle of water, a rose and some 
chocolates. And he said, “Sit down, take 10 minutes and just relax.”  

Thomas was proud to say: “We put on a great show here. We have a great production 

every wedding, and that’s partially me, it’s partially our staff, and you know together it’s our 

team.” Colleagues were friends of Thomas’. They liked to go out together, to be close, to 

have a good time, and to develop a relationship. He knew that “one day it’s going to end 

somewhere along the line but you can still stay friends with people and still be part of your 

life or you can turn around and say this is what I did and that’s meaningful.” For Owen also, 

the meaningful and ideal work climate was determined by “friendly people, everyone helping 

each other if you ask for help, you respect each other.” Not only his colleagues were affable 

but also the executives of the company were: “When people from corporate come here they 

are always friendly, come and see you, talk to you as how your guests are doing.” In 

addition, Jack also felt good in this workplace because of the “pleasant work environment” 

created by friendly coworkers who all got along.  

Pat enjoyed the team in her department and their support. She did not feel that anyone 

was out to sabotage others. They worked well together and had meetings where everyone 

was open to hearing each other’s suggestions. Furthermore, Alexandra was satisfied with the 

good relationships colleagues in her department developed among each other: “Everybody is 
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very friendly, everybody is very collaborative, so I believe this is ok place to work.” That 

was a particularly important factor of the working atmosphere because, as she described 

earlier, she was unable to work with demeaning people, such as her previous boss, who never 

considered her point of view.  

Furthermore, like several other participants, Alexandra felt proud of the product she 

had helped to create in this hotel. Working in a team with other departments was very 

motivating to her:  

I have a site inspection and I get to the front desk and they get excited of who is 
coming. They provide great service and housekeeping understands that, and 
management understands that, and because of it everyone I was working together 
everybody was selling at the same time because I give them the information and we 
got this piece of business because of that. 

In addition, it was an important quality for Thomas’ job to be good with people. It 

allowed him to mingle, to be a team player, and to make a difference, not just to be a figure 

that required service from his fellow-workers. He made the following conclusion: 

Meaningful workplace is one in which the employees like (or don’t mind) coming to 
work. It is a social network as well as a corporate entity. Friends are made, goals are 
reached, and you feel like you are making a difference. When you begin to loose 
those feelings the workplace is no longer meaningful and you will stop caring about 
it, which will in turn lead to poor production or quality of produce or service. 

Owen was a good team player and showed concern for his colleagues. He was a 

dutiful person for whom to help team members was important. Jack, also, felt how he 

performed meaningful duties when helping reduce the crime for society and/or when 

volunteering to rebuild playgrounds. Furthermore, in spite of the competitive, money-

making, and deadline-oriented values of her office, Pat still felt good working there because 

of the company’s community outreach efforts. Mat liked to be useful as well, and to be 

accomplished at work when interacting with others or helping the guest:  
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I feel useful just helping the guests out – giving them directions. They need a place to 
eat I give them suggestions; they need to go to the mall or airport; just talking and 
seeing what they are like and where they are from. Yeah, I like knowing where 
people are from. I ask, ‘Where are you flying to today?’ ‘California’. And I am like, 
‘I used to live in CA.” and they are, ‘Oh yeah, which part?’ Stuff like that – it’s like 
connection. 

As for Nora, the ideal workplace would be one that would appreciate her and take 

care of her as an individual with personal needs: “So the ideal workplace to me would be 

someplace that valued me, that actually cared like, ‘Oh, you know, you’ve been here 60 

hours this week, why don’t you take an extra couple of days off?’ That would be nice.” And 

just like Nora and Stan, Ralph found meaning in the appreciation he received from his staff: 

“At the end of the day coming back and everybody is looking for me, you know what I 

mean? That is more rewarding. There is nothing more than that.” To have people love him 

was the equal of any pay. The ideal workplace did not mean only money, but esthetics and 

good food as well. That provided meaningful memories to Ralph: “But I still remember the 

tastes and they mean something to me. All this, it becomes associated with my life in a very 

deep way, is part of my root.” In addition, John also felt fulfilled by the recognition he 

received from corporate because of his longevity with the company. They personally greeted 

him every time they visited the hotel, and the ex-GM always made a gesture of appreciation 

for his continuous service: “whether it was a wink, a nod, a smile she would just say things 

that I knew she appreciated that I was here and still here.”  

Because of her belief that every person was meaningful and had his/her own unique 

place in the world, Jocelyn Marie thought she had found her place where she could be happy 

and useful. She believed in her personal contribution to the well-functioning workplace by 

saving time and interviewing only potentially successful candidates for the hotel’s positions. 

Haefy also experienced the need to be different from the pack because he believed in 
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uniqueness: “I try to spread this to people who are not necessarily competitive but more go 

with the flow. I want to be the best. I cannot help it. I always had it and I always brought it to 

the table with me.” 

In addition, in Jocelyn Marie’s opinion, spirituality did not play a role in making the 

workplace ideal. However, Trixie went to church, prayed, and shared with colleagues at work 

when there was an occasion. And although the available HR documentation revealed 

common guidelines regarding the religious accommodations shared previously, Jack thought 

that religion was not allowed to be mentioned. He thought that there was an informal spiritual 

intolerance in the company culture: “I don’t think nobody would say anything but then again, 

they might talk about you like, ‘Man, that guy over here is praying…’” On the other hand, 

Owen believed in God and destiny, but did not think that spirituality could be part of the 

workplace. As far as spirituality, Pat said that she was not an overly spiritual person and she 

felt that people made their own destiny through the choices and decisions they took in life. 

She believed in God and she thought that He was there, but “I think that you create a lot of 

your own destiny” as well. Sally also had an external locus of control and believed that God 

helped her achieve things in her life. Her achievements were not due to her personal efforts 

only. Sally’s definition of spirituality was her personal religious beliefs and she prayed 

occasionally during the workday, but like Alexandra, she didn’t use any special rituals that 

made it look strange to other people. And although not overly religious, Sally just knew that 

it was not just her, and that all her successes have to do a lot with God on her side. 

Furthermore, Bob talked about his mixed religious beliefs and expressed his tolerance 

for every different spiritual expression: “Right now I’m half Christian half Muslim, I work 

with Catholics, protestants, and a Jewish person at X department and from the background 
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that I come I have all those religions in my background. I’ve pretty much been in all those 

shoes.” Kate was the person who had no time for herself at work because of her self-

sacrificial work ethics: “I don’t do anything for myself.” As for Trixie, she used pauses and 

short breaks in order to be with herself and say, “Thank you Jesus. It has been a nice day.” 

Thomas Moore’s essence was to exhibit top effort and to make his work personable. 

He believed that bringing personality to work was important: “But at the same time life is 

personal, work is personal. If I’m not going to bring my personal life down here I might as 

well leave my personality somewhere else and come down here and be a drummer.” Ralph 

also had the need to be himself at work. He believed strongly in the need to personalize work 

in the hospitality business, not just to professionalize it. John thought that to project personal 

influence and passion into work was meaningful. He felt encouraged to express his 

individuality in this business. However, he underlined the existing standards of service that 

also required specific codes of dress and behavior. That, to a certain extent, could restrict 

personality expressions. 

Furthermore, Sally Johnson’s ideal workplace was the one that let her find herself. 

This company was good about accepting her specific personality and emotional expression: 

“I am just the type of person that will cry at the drop of a hat, you know.” Just like Sally, Pat 

was the type of person to express emotionality at work and she felt that the organizational 

atmosphere determined whether one could feel free to be emotional or not. In respect to this, 

she went on to describe that sometimes work was an expression of her identity. In the last 

place she worked she felt to be herself and she could express that in any way she wanted to. 

Other people appreciated her because that was just who she was. However, she never felt that 

way in her present position because it was not the type of emotional atmosphere. 
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The idea of space and freedom for oneself was mentioned regularly among 

participants when speaking of the ideal workplace. For example, Sally had the need to call 

outside of work, or chat with somebody else during the day, but Thomas Moore was so busy 

that he had no personal time during the workday at all. Furthermore, as a higher manager, it 

was interesting to notice that Stan relied on his intuition to tell what was important and that 

was his expression of spirituality at work – “feminine intuition.” 

On a different note, Thomas Moore’s ideal work was to be a traveling musician. “In 

that capacity I believe I was happiest” because of the need to travel, meet new people, create 

ideas, and experience new things daily—“that’s exactly what life should be.” Finally, he 

described his ideal workplace, which “…wouldn’t be a corporation. It would be artistic in 

nature. I’d be traveling or playing music or something like that. I would be changed daily.” 

The conclusion made by Thomas Moore was that a good workplace was in the eyes of the 

beholder. Thus, by knowing people (and their cultural differences), employers would be able 

to see what workplace would make employees happy to be there: “I just said the ideal 

workplace would be the one that is accepted or well-liked by the person judging it. It changes 

for everyone.” 

Written reflection data. For Jocelyn Marie, the ideal workplace was no more just 

work but a feeling of belonging to another family: “They make work seem less like work, 

and more like another family or social group you belong to” (Jocelyn Marie, Written 

Reflection). In her written reflections, Pat also described a meaningful work experience 

where she loved everyone she worked with. They were like a family to her.  

Documentation data. On account of the subjective, hypothetical and experiential 

nature of this question, there were no organizational documents that the researcher could 
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specifically relate to it. The AOS results from 2006 and 2007 could be perused to find the 

items that this hotel’s associates perceived as ideal in their current workplace. The 2006 and 

2007 AOS results confirmed the tolerance of personal differences that the organizational 

culture displayed. In that sense, the freedom to exhibit personality differences at work was 

strongly felt as a source of meaning by some representatives. And finally, in respect to the 

discussion of the ideal workplace as a place of meaningful social relationships and teamwork, 

the Associate Handbook illustrated the team orientation and friendly spirit of this company 

through Value # 3: 

Promote pride, enthusiasm and team spirit within our organization. We take pride in 
our business in everything we do. Working as a team, we build trust, communicate 
openly, support one another, and recognize and reward each other’s 
accomplishments. The enthusiasm we share with our team fuels our spirit and pride. 
We strive for a common goal – the vision and mission of the company. (p. 5) 

Observation data. There were no particular items to observe in relation to this 

question because it was strongly personal and the answers resulted entirely from the 

subjective worldviews of participants. However, the researcher noticed that in their 

interviews and written reflections participants used the concepts of the humane, meaningful, 

and ideal workplace interchangeably. The ideal place to work was associated with everything 

that is desirable, pleasant, and wishful, with everything that satisfies the employee and brings 

meaning to his/her work experience. 

Question 8: What Would You Change in This Organization? 

Interview data. This interview question was interpreted by all participants as having 

to change what is negative in their current work environment or sharing previous work 

experiences that were negative. When discussing the characteristics of a bad workplace that 

nobody wanted to experience, Jocelyn Marie shared an example of the time when she first 

applied to this hotel seven years ago. The person in her own position was very rude and 
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unhelpful, if left to which Jocelyn Marie would not have been hired. On the other hand, a 

strict boss and the face-time culture of an organization were most bothersome to Kate. 

However, rude coworkers without manners were even more disturbing: 

I was always the last one in the morning, and I’d walk in because I had to take my 
daughter to school and then I had to get a bus and go to work. So, it would take long, 
so that’s why I stayed later I think, but I would be the last one in, and I’d walk by. 
Everybody had separate offices, and I’d say good morning to everybody and then I’d 
walk past him and say good morning, and he’d grunt. He wouldn’t even look at me 
and I thought, hmm. Well, it went on for a long time because I have a lot of patience 
and I would say to my boss, “He’s the rudest. Does he ever say good morning, you 
know? I can’t stand it when people don’t say good morning.” And he said to me, 
“Kate, it’s the way he was brought up.” 

   
In addition, for Sally Johnson, bad was also the workplace where people were so rude 

that she could not stand them, and where employers cared only about making money: “I 

don’t think that it would have taken a lot for them to become more humane, just a simple, 

‘Hello, what is your name and what do you do here?’” Furthermore, Trixie’s experience of 

the bad workplace that needed change included treating helping others as a bad thing, which 

was in opposition to her own personal values: “My old boss would say, ‘Please don’t try to 

help people too much.’ I mean, in life I find that to be a good thing—helping people, and he 

shouldn’t say this to me.” For Bob, “a Nazi boss,” a person who wanted things done only 

his/her way, was bad for the workplace:  

In this company I can’t give you an example of that, but in the previous company that 
I worked for I had one manager that was very (pause) He ran the hotel pretty much 
like a Nazi, is how we describe it. And being me who I am, I’m very straightforward 
and if I don’t like something I’ll tell you about it. And as soft spoken as I am, and as 
least a trouble-maker as I am, when I got promoted, the same manager promoted me 
to the position that I had. And judging him by the way he wanted to work, and the 
way he wanted to run things is, he wants to pretty much do everybody’s work but yet 
he wanted them to do the work. Let me explain that, he wants it to be done in the 
specific way that he wants it to be done. He’s not giving leaders in the organization 
the upper hand to show their talent and let them do what they’re good at. 
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Bob shared something from his current department that he would have gladly 

changed if he had the say, and that was the existing seniority policy that made only new 

employees work inconvenient evening shifts. He perceived this as an unfair policy, which did 

not give a chance to newly hired employees because they always stayed the newest in the 

department. Instead, he proposed rotation of shifts in order to decrease inequality. In 

addition, according to Nora, higher management did not use to be that way before the 

change. Currently, she saw unfairness, favoritism, lack of accountability, and lack of effort to 

keep good performers in the organization. Furthermore, Nora felt that in her current 

workplace there were racial and gender prejudices. She thought procedures of performance 

appraisal and termination were selective, inconsistent, and unfair. 

For Trixie, a stressful environment was where she was not able to think for herself, 

and where she had to take an Advil a day “because physically you start to break down from 

stress, headaches, and all that kind of stuff. So you need a place where you feel you will fit 

in. And every day will not be a picnic.” As far as the present organization she worked for, 

Trixie had only one comment about the role of the HR department that she perceived as a 

little hidden in functions because she saw suggestions going there that are never popularized 

among associates: “It came across the fax that employees were to put in suggestions for T-

shirt design that all the Marriott will do. It went to HR and was never distributed.”  

Owen’s bad workplace was one where he would not be able to provide for his family: 

“Yes, family is big for me because I am here to support my family.” A bad place was also 

where decisions were dictated by leaders: “If you have to do a lot of things in a short period 

of time to rush you, pressure you. I don’t like that. What else? Always to dictate what you 

need to do.” In this respect, Ralph’s synonym for a bad workplace was one in which he 
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would not be free to express his abilities and manage his department creatively. A superior 

with a threatening and humiliating attitude was the worst thing that could happen to him. The 

lack of open-door communication was most disappointing to Ralph, besides the lack of 

recognition for a job well done: “I want to know, I want somebody to tell me—you are doing 

a good job or you are not doing a good job.” Similarly to Ralph, Alexandra’s bad workplace 

was her previous experience when she was not considered part of the decision-making 

process, when suggestions and comments were not appreciated, and when she had a 

demeaning boss, “disregarding totally any suggestions or any comments that I had about 

something and I see someone say the same things and they were praised for that.” On the 

other hand, Veronique did not think the present executive committee (EC) of the hotel was 

the best, but her attitude was wise and understanding because she believed that people learn 

from mistakes: “Do I think there need to be some changes made? Yes. But I don’t want to go 

into specifics. I am not at that management level.” 

Furthermore, Sally Johnson did not like to be stuck in a routine, without 

advancement, without empowerment, and without value. The bad workplace was: “not 

empowering, not letting you grow, kind of pigeonholing you, you know, doing stuff that you 

don’t necessarily want to do…umm, being dishonest—that sort of thing.”  A place that did 

not pay sufficiently, that was “kind of low on sick days, there’s no personal days,” and where 

leaders did not care to keep people was bad for Jack. Haefy added his appeal for intrinsic 

motivation gestures and other material rewards: 

First thing I will change, most likely, will be to revisit the acknowledgement and 
appreciation. Nothing says thank you like a bonus. It doesn’t necessarily have to be 
financial. But like other companies I have worked for before, around the holidays 
they do something special. Either a get-together as far a recognition or I have seen 
some companies give you a ham, or something that shows an extensive appreciation 
other than the typical handshake. People look at that. We live in a society where 



 260

everybody knows you live from paycheck to paycheck. To be acknowledged and 
appreciated makes it so much more a worth wile.  

Additionally, Mat said that in his current organization the only thing that bothered 

him was the inconsistent termination policy that led to distrust and unfairness. His other fear 

was that higher management did not care about what people wanted. He though that they just 

pretended that they care because they were not consistent with the terminating policies. Thus, 

leadership did not seem enough open to him, but looked rather insensible. Pat, on the other 

hand, disliked office politics and sabotage from colleagues, which she fortunately did not 

experience in this workplace. She felt uncomfortable when there was ambiguity of business 

values and when leaders said things they did not fulfill. The goal-oriented, revenue-driven, 

and competitive environment was bothering her because of her need to spend time with her 

little daughter. This was the only thing she would have changed and she did so by submitting 

her resignation. 

Written reflection data. In their written reflections there were no participants who 

mentioned anything they would like to change in their current organization. The only 

negative testimonies were seen in the essay of one employee who complained about 

discrimination and lack of family-life balance. This is what Nora shared in her written 

reflection statement:  

To date I have been disciplined three times in the past 2 months. It just seems rather 
odd since I have not received a performance review for my job performance for the 
year 2007.  I have coworkers constantly telling me that the front office has never run 
so well. Employees that didn’t like me when I first started now look to me for 
guidance, and with a great deal of respect and admiration. 

Documentation data. Hadley discussed the termination policy and rehire possibilities, 

the reasoning behind using them, the way they were used, and the good motives of the 

organization when using them—to protect other associates, guests, and the owners’ property: 
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Other than theft, we will consider anybody for rehire. I think people change they get 
their act together but if someone stole from us I can not imagine that we will rehire 
them. There is too much at stake. There is people’s personal property that is here that 
is at stake, there is hotel property at stake, and there is guest property that is at stake. 

And finally, the new GM referred to complaint procedures, favoritism, and 

supervision problems as possible indicators of a bad work atmosphere that he had not had the 

chance nor the reason to observe in this hotel. In addition, as the face of the Human 

Resources Department’s future, Hadley expressed willingness for more structure, rules, 

policies, and guidelines to improve the current workplace.  

Furthermore, the response to the statement “I believe that my hotel will do something 

about issues identified in this survey” demonstrated a considerable decrease in the overall 

trust of associates for the way their work environment was going to change. Approvals 

dropped from 70% in the 2006 AOS to only 53% in the 2007 AOS. 

Observation data. As already mentioned earlier, the research of this study took place 

in a period of change for the organization – a time when the previous well-loved leader had 

stepped down from the general manager’s position and a time that coincided with the 

unionization of this hospitality property. Change was in the air. However, the researcher left 

it to participants’ and to the interviewed key executives’ perceptions to determine what is 

changing and what needs to be changed in their work environment. 

Question 9: Would You Add Something to This Discussion?  

Interview data.  Question Nine of the Interview Guide asked for “any additional 

details, examples, reflections, and suggestions” that participants deem proper to contribute to 

the interview topics. With this question, most participants remained silent or did not find 

anything to add. Some of them repeated examples or emphasized strong feeling concerning 

their biggest work-related dreams, such as more pay, better sick and vacation options, more 
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structure, and more empowerment. Thus, the researcher chose to post one of the follow-up 

questions that was not answered by any of the participants in the their previous interview 

questions – What is the place of cultural diversity in the workplace, according to people and 

could they share any examples from this organization? 

Kate richly discussed the workforce diversity in terms of age. To her, age-related 

issues seemed more than cultural diversity challenges. She talked about the generations X 

and Y and how, contrary to her generation, the Baby Boomers, “think they are entitled to 

everything” and could not be as committed because they did not like work:  

Nowadays there is such a mix of generations in the workplace. You have your Baby 
Boomers and their children—the gen X-ers and genY-ers. They have completely 
different work ethics. It is very hard for this mix of people to work together on the 
same playing field and meet a common goal. The Baby Boomers are hard working 
and dedicated to getting the job done BEFORE the deadline. They take pride in what 
they do. The younger generation is filled with entitlement. They want the highest pay, 
the least amount of work, the most recognition, and more benefits than the more 
experienced worker. The thought of going to work because it fulfills them or inspires 
their soul doesn’t even exist in their mind. (Written Reflection) 

Kate continued discussing a very interesting topic related to cultural diversity in the 

business. The hospitality industry by itself, and separately the different hospitality brands, 

had special cultures that were backed up by standards of service and behavior. An intriguing 

question was whether the cultural differences would survive in this stratified environment or 

would instead assimilate and dissolve? According to Kate, the answer to that question was 

that different generations and other cultures had to assimilate or adjust to the culture of the 

guest/customer because “you have to be able to make happy a diverse group of people.”  

And still, Bob held several stereotypes about the American culture. He thought it was 

a very closed society that was not exposed to the outside world, unlike Aruba, where people 

were more open and had a more relaxed disposition. For that reason racism was not as acute 

and people were not as delicate and oversensitive regarding their racial differences. In his 
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opinion, people from more open societies were forced to assimilate to the American society 

even in an industry like this—serving people from everywhere: 

Because, again, I work in this industry and I have a lot of family up here and I was 
born in a South American country, but yet raised in a Caribbean country, so I’ve lived 
in a South American country. I’ve experienced a whole different culture, which was 
by any means not the friendliest in the world but that’s where I was born and raised 
and that’s the way it is. People are ruthless, people are just in it for themselves and, 
you know, it’s like trying to survive and that’s the way it is. And then, you experience 
a whole different country, an island style where people are more friendly, more laid-
back and relaxed and it surprises you at first, like it shouldn’t really be done this way. 
And then you experience the American way, which is very materialistic and that’s the 
way it is. I tell my wife, “You Americans are always materialistic” and she agrees. 
It’s like they don’t take offense to it, that’s the way it is. In Aruba, we’re laid-back. 
You’re materialistic up here.  

Stan also talked about cultural diversity for quite some time, and although he was 

from a collectivistic country in North Africa, his experience in Western European countries 

as well as in the United States was richer. He thought that foreign employees were more 

committed to hospitality work than were Americans, because they were not ashamed of the 

tedious aspects of the job like washing dished for example. 

Just like Bob, Stan also thought that the US culture was absolutely money-driven: 

“Here it is work, work, work. In Western Europe, we are enjoying working and partying. 

Here it’s only work. Here with one week vacation they are all happy. Here it’s only money 

that counts.” Furthermore, in Stan’s words this society was closed to the outside world and 

people did not travel much. However, the positive feature Stan saw in the US lower-power 

society was that every boss was accessible easily and behaved friendly, unlike the European 

hierarchy, in which bosses were hard to reach. In addition, Stan describes the age cult in 

Europe, where “if you are young and you have a great idea, they do not follow you, they turn 

you down.” Whereas, here in the States, ideas are always accepted from the young, especially 

in this company. 
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Haefy condemned the present societal values of selfishness and the paycheck-to-

paycheck mentality. He thought that the inevitable cultural diversity in hospitality made the 

business difficult because of the different rules for food preparation and dieting. As a whole, 

he was a supporter of cultural diversity at the workplace because it increased creativity, 

uniqueness, and personal touch. Everyone had something different to bring to the table with 

their personal approach, which made people learn from each other, rely on each other, and 

become better. 

Conversely, Nora testified that there were racial prejudices existing in the city and in 

this organization as well. She supported the idea of cultural sensitivity training and 

personality tests, which in her opinion could be used to predict a lot about a person. In the 

meantime, she herself exhibited some subconscious negative cultural stereotypes against 

colleagues: “And see I’m not a prejudiced person but it’s known that in the Arabic culture, 

women obviously aren’t regarded very highly.”  

In addition, Ralph shared how he met with different standards of beauty, manners, 

and work principles here in the US. He believed that travel presented an opportunity for a 

broad and varied outlook in management styles, something that was foreign to the American 

business. He discussed the culturally different expectations between the United States and his 

home country: 

People here go to business school and expect to be ready managers and start working 
the floor immediately after graduation. In X you still do the business school but after 
that you start from the bottom so you can learn your way up…But here they talk a lot, 
they don’t put in practice this kind of stuff, because it is too much work to do it. And 
the easy way is to just let go the way it is. It is hard to accept when people do that. It 
is harder to see myself to do that.  

Ralph’s advice was respect for people in spite of cultural differences and 

disagreements. The disagreement with his supervisor he attributed to personality differences, 
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not to cultural differences, because they both come from a similar background. Cultural 

needs have to be attended to on a daily basis even for the simple things: 

Because I believe if it is cultural—go back to your country. Then you can live a better 
life. Because if it is culture you cannot insert yourself in this culture, it is really 
difficult to insert yourself…You can adjust yourself, but at the same time you need to 
have respect for other people. If you don’t respect other people, you need to respect 
their culture. I can disagree for every discussion that we have but that doesn’t mean I 
do not respect you. 

Mat, like Stan, thought that people from different cultures varied in their attitude 

toward work, and that immigrants took work more seriously because that was their 

livelihood, as compared with the young hospitality workforce who usually spent only the 

summer in hotels: “And I see a lot of immigrants with hardships. They value their job and if 

you ask them to do something they will do it.” Thus, Pat thought it was difficult to 

incorporate different cultures into the workplace, and that it was difficult to fit into the 

American mold. However, she believed that a culturally diverse workplace was better, 

especially in a business such as hospitality, where employees were diverse, and “it would 

make a better workplace if someone was able to really look at someone’s culture, because 

everyone’s different.” To this, Jack added that there should be diversity-tailored benefits in 

one’s workplace either. 

Alexandra also understood that she was from a different culture, and in another work 

atmosphere she had felt underestimated and ignored because of that. In this organization, 

however, she admitted that there was enough diversity and she did not feel different in a bad 

sense, but unique.  

According to John, diversity brought creative ideas to the workplace and showed 

long-term people like him a different outlook on things that were traditionally perceived in a 

certain way. And although John felt the need for cultural training and awareness at his 
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workplace (regarding different customs, habits, and behavior manners), similar to Kate he 

maintained that cultural differences needed to be assimilated in terms of certain behaviors or 

outer appearance that did not coincide with the hotel brand or the company values. The job 

was accepted by everyone on certain premises, and in this way the rules of the business 

unified cultural differences:  

I think at some point, to a certain degree, everyone has to assimilate only because it’s 
the nature of the business. We’re dealing with so many different people and cultures 
that come in as guests that you sort of have to. I mean, you want everyone to be able 
to express their individuality and you’re encouraged to do that through the actions 
that you take, not so much how you dress or how you look.  

 
Veronique agreed with Mat and Ralph that cultural backgrounds should be taken into 

consideration at the workplace because of the different dynamics that followed from different 

work attitudes. She went further to describe leaders at different levels of the organization and 

their commitment to diversity. She shared how the previous GM and the HR director had 

worked hard in that direction during the last two years. She also advised that employees 

should be respectful of others because “our salary associates and hourly associates come 

from different walks of life from all different countries, it’s just amazing—we are like UN 

within our organization.” Furthermore, there was one incident that made an impression on 

Veronique with the direct impact that a collectivistic cultural orientation had on work 

attitudes: 

Within our housekeeping staff we have a woman who has been with the hotel for 6 
years. She came before me and she is from an Asian culture. She doesn’t speak a lot 
of English and her English has gotten better, so long she has been in there. She has 
great respect for the job that she has. She has respect for herself because she does an 
outstanding job and she is not pleased with what she has taken care of until in her 
own words she can see that it’s sparkled. She is extremely concerned with her job. 
She thinks her job is a gift from God. She is thankful for her job and she does it with 
a great attitude.  
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And finally, Bob’s discussion brought a good conclusion regarding cultural 

differences: 

I find people different, yea, it doesn’t matter to me but yea I do find them different 
and for obvious reasons. They are raised differently, they are taught differently, and 
they eat differently. Let me put it that way, so I love the food that I eat in Aruba and I 
so much love the food up here. Traveling and dealing with national tourism and 
people from hundreds of countries around the world, and you know having to deal 
with them; I’d say everybody that I’ve come across is different in their own way, in a 
good way. Some people can be negative, but then again, I never take it personal being 
my work in this industry. I don’t take it personal because I’m not, not going to believe 
these things are really directed at me. So, it’s hard for me to get the true sense of, you 
know, whether I want to hate this person or like this person. But culturally, it excites 
me to see what this person does home, from their country the way they talk, the kind 
of food they have, and the way they dress, and their accent. It kind of excites me and 
makes, it’s kind of fun to deal with it. But dealing with different cultures you learn a 
lot from it because you are so different but yet so similar because we all have a lot of 
differences but a lot of things in common too. 
 
Written reflection data. The written reflections of 12 participants did not touch on the 

notion of cultural diversity within this organization or in the workplace in general. Only in 

Owen’s written reflection he mentioned how he thinks of himself as an important asset to the 

organization because he is different and contributes to the cultural diversity of the 

organization. Owen thought he can relate well to different nationalities. Also, in his written 

reflection, Ralph talked about the beauty of travel and good cuisine, which had the power of 

uniting different cultural backgrounds. 

Documentation data. According to Hadley, “people from the hotel industry are very 

diverse” and she admitted that the diversity at this hotel was also increasing – black and 

white, African, Japanese and Hispanic. As the HR director, Hadley wanted diversity needs to 

shape the hotel’s recruitment and training procedures. She did think that culture determined 

communication, and because of that she realized how HRM needed to reflect all cultural 

differences uniquely. 
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And the supervisors are important to learn to compliment them in such a way so that 
they know when they have done a fabulous job. But this is what we need to do. You 
need to manage them differently, I mean, you have to manage me differently, I am 
with pretty thick skin if I have done something wrong…but that is part of the cultural 
diversity and it’s part of the HR director’s job to make sure people understand that. 
And that the way you manage me will be different than the way you manage this 
person. Not only because of their culture. You may manage 40 people in 40 different 
ways and not even understand that you do it. 
 
Observation data. The researcher also observed quite an international variety of 

employees at different levels of the organizational structure: from Africa, Asia, Europe, and 

several from Latin America. In addition, the organizational documentation revealed the 

company’s sensitivity to diversity through the various guidelines and accommodations in 

relation to disability, difference in religious beliefs, gender, and position within the company. 

It was also recognized that the cultural backgrounds of candidates did make a difference in 

the recruitment practices, and specifically the recruitment interviews for higher management. 

Furthermore, the 2007 AOS revealed how almost 59% of the participating associates agreed 

that “In my hotel, there is a genuine respect for differences in ideas, views, and opinions,” 

and this score was 1% higher the year before.  

Emerging Themes 

 From the data sources presented above: interview data, written reflection data, 

documentation, and observation data, there were five broad themes that emerged. Table 5 

below summarizes these themes’ sub-themes as they gradually occurred per number of 

question reviewed. From the sub-themes five broader categories of themes were formed and 

they are outlined in Table 6. 
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Table 5. Sub-themes per interview question. 

Interview Question Sub-theme 1 

 

 

Sub-theme 2 

 

  

Sub-theme 3 

 

 

Sub-theme 4 

1. How does the 
organization support 
you? 

Employee-

friendliness of the 

work environment: 

organizational 

structure, policies, 

and support tools 

Empowerment, 

freedom, 

creativity, 

learning values, 

personal and 

professional 

growth 

 

Pay and 

benefits; job 

security; 

physical 

environment 

and incentives 

 

2. How do you 
perceive the leaders 
in your organization? 

Company values of 

leadership style and 

employee treatment 

 

The legacy of a 

leader 

Leader-follower 

communication  

 

How does the 

workplace 

feel 

intrinsically? 

3. How you’re your 
organization help you 
balance work and 
life? 

Individual values 

and organizational  

efforts for WLB 

 

Hospitality 

characteristics 

and barriers for 

WLB/WFB 

  

4. What is your 
attitude toward work 
in this organization? 
 

Meaning from work 

itself and pride in 

the product  

 

   

5. What is your 
organization’s 
involvement in the 
community? 
 

Community 

involvement efforts 

and values of the 

organization and 

participants 

   

6. What should your 
organization do to 
express value of the 
human being? 
 

Features of the 

Humane 

Organization (HO) 

   

7. How do you 
envision the ideal 
workplace? 
 

Meaningfulness 

expressed in the 

social environment 

 

The self at work 

and spirituality at 

work 

  

8. What would you 
change in this 
organization? 

Whatever Makes the 

Workplace Negative 

Needs Change 

 

   

9. What would you 
add? What do you 
think is the place of 
cultural diversity at 
the workplace? 

Nothing to add but 

reinforce all of the 

above 

Cultural diversity 

perspectives 
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Table 6. Emerging Themes. 

Theme 1 

Employee-

Friendly Work 

Environment 

Theme 2 

Leading by 

Example 

Theme 3 

Balance of 

Work and 

Life 

Theme 4 

In Touch 

with the 

Community 

Theme 5 

Sources of 

Meaningfulness 

Organizational 

structure, policies, 

and support tools 

Leadership 

values and styles  

 

Individual and 

organizational  

efforts for 

WLB 

 

Community 

involvement 

values and 

efforts 

Meaning from work 

itself and pride in the 

product  

 

Empowerment, 

freedom, creativity, 

learning values, 

personal and 

professional growth 

 

The legacy of a 

charismatic 

leader 

Hospitality 

characteristics 

and barriers 

for WLB/WFB 

 Meaningfulness 

expressed in the 

social environment 

 

Pay and benefits; job 

security; physical 

environment and 

incentives 

 

Leader-follower 

communication  

 

  Meaningfulness from 

spirituality at work 

Cultural diversity 

tolerance 

How does the 

workplace feel 

intrinsically? 

  Features of the 

Humane 

Organization (HO) 

The Negative Needs 

Change 

 

    

 

Theme One: Employee-Friendly Work Environment 

Theme One reveals how employee-friendly the organizational structure and culture of 

this hotel are. It consists of five sub-themes covering major employee-friendliness 

expressions of the company. Sub-theme one discusses personal and professional growth 

opportunities, existing religious accommodations, as well as non-monetary tokens of 

appreciation displayed by the organization. Sub-theme two summarizes the learning, 

empowerment, and creativity values of the organization, as well as the way they were 

embedded in the studied hotel environment through the eyes of participants with 

multicultural perspectives. Sub-theme three talks about the role of pay, benefits, job security, 
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physical environment, and other incentives in shaping the work attitude of participants. Sub-

theme four comprises a discussion about the cultural diversity in this hotel and in hospitality 

in general. The last sub-theme talks, specifically, about the need of change and the negative 

characteristics of a work environment. 

Table 7. Sub-themes of Theme One. 

Theme One Employee-Friendly Work Environment 

 

Sub-theme 1 Organizational culture and structure, policies, and support tools  

Sub-theme 2 Empowerment, freedom, creativity, learning values, personal and 

professional growth 

 

Sub-theme 3 Pay and benefits, job security, physical environment, and other incentives 

Sub-theme 4 Cultural differences tolerance 

Sub-theme 5 The negative needs change 

 

Sub-theme 1: Organizational Culture and Structure, Policies, and Support Tools 

Participants described their work environment as mostly supportive, value-based, and 

friendly. All of them agreed that appreciation at a moral level was extremely important for 

one’s motivation at work. Three participants expressed the need for structure and 

accountability policies at their current workplace. According to all respondents, a workplace 

that felt comfortable had a culture of trust (like the present one); provided a chance to express 

opinions trough associate surveys; and presented sufficient information to employees. 

Physical space was a concern to a couple of respondents. In that respect, two mothers 

expressed their dreams for a more flexible work environment with options to work at home 

or a daycare at the workplace. All national cultures represented in this study (represented by 

most participants) felt that, besides the company, individual associates also have the 
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responsibility to contribute to the creation of a friendly workplace through their positive 

attitude. Different cultures needed consistent structure and guidelines as expressed by most 

participants. As a whole, the majority of participants described their hotel as an environment 

of trust and compassion for the associate where every personal need was accommodated. 

Recognition and appreciation were very popular themes for three participants, as well as for 

the HR representative.   

 Jocelyn Marie was one of the respondents who shared the conviction that she worked 

in a supportive, value-based company, where leaders did not act but sincerely cared about 

associates:  

I think the company itself is very supportive. They are a value based company, but 
they really are. They have eight values they live by and they do support them.” In 
addition, the company preferred to keep the people it already had instead of hiring 
new staff: “We have already spent time into getting them here, something has caught 
our eyes to bring them in. Let’s not loose them all together, let’s get them in the right 
place. 

 Thomas Moore concurred with the following words: “Well, I feel like I’m being 

supported, no doubt there. Umm, we’re all supported very well I think from our directors, 

down to banquets, and housekeeping. If you ask for something, generally you’re going to get 

it.” In addition, Bob’s feelings were similar regarding the supportive culture of the company 

and their tolerance for mistakes: 

The organization, they respond very well to it, you know. If I can’t handle something, 
you know, they don’t put me down, they step up and they help immediately, and they 
explain what you do and how to better do it next time, so they’re always there to back 
you up. So far with the work here no one has ever turned me away or said, “You 
know what? You don’t know how to do it, we’ll do it from now on.” It’s like they fix 
the problem. They show me how to do it better next time.  

Haefy’s general evaluation of the company supportiveness was as follows: 

The organization, they respond very well to it, you know. If I can’t handle something, 
you know, they don’t put me down, they step up and they help immediately, and they 
explain what you do and how to better do it next time, so they’re always there to back 
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you up. So far with the work here no one has ever turned me away or said, “You 
know what? You don’t know how to do it, we’ll do it from now on.” It’s like they fix 
the problem. They show me how to do it better next time.  

In her written reflection, Kate illustrated the belief that being employee-friendly and 

supportive is profitable for an organization: 

Within the hospitality industry, if you don’t treat your employees well they will 
reflect that in an external way and not treat the guests well. If the workers feel good 
about how they are treated they will be more productive. 

As an expression of the company standpoint, the policies and guidelines were but a 

protection mechanism, not a tool to restrict and monitor people at work: 

That is fine, we understand that people need to do personal things at work. I had an 
associate that I did a locker check to and I found six-pack of beer in her locker. So, 
the reason that the policy is written and is one of the strictest policies is because we 
don’t have a lot (laugh). It’s really to protect that other part of the first page (of the 
Associate Handbook), which is about our ownership and our customers and other 
associates. If someone is feeling uncomfortable at work because of what someone is 
doing on the Internet then we have the right to look at that. If someone is taking our 
beer or wine, we have the right to know that. 

In addition, the statement “Providing (the organization) the tool, supplies and 

equipment” had a considerable increase in favorable responses, from 49% in the 2006 AOS 

to 71% in the 2007 AOS. The statement “Giving you the information you need to do your 

job” also had an increase to a total of 55% positive opinions in 2007. 

Sub-theme 2: Empowerment, Freedom, Creativity, Learning Values, Personal and 

Professional Growth 

All participants needed to be trusted by their employers, to feel empowered and 

involved in valuable decision-making processes, and to be encouraged for creativity and new 

ideas. Only two of them found the studied organization, and more specifically the present 

higher management of the studied hotel, lacking in providing these conditions for the proper 

development of middle management. Additionally, growing within the levels of the company 
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was important to half of the participants in the study, who represented all cultural 

backgrounds. 

In support of the liberal culture of the company and how it was an esteemed value to 

empower employees, Stan said: 

Well, they leave you alone. You make your own choice. They know that if I need 
something, it benefits the guests and they will give you what you need. They will 
provide good environment for your job. 

In addition, according to John, there was freedom in the decision-making process, 

which was what empowered people to do their jobs well: 

So you’re given a lot of freedom. Freedom to do those kinds of things, and I feel 
comfortable knowing that and we do that on a daily basis. And you’re given a lot of 
creativity, as long as you don’t go too overboard but you are encouraged by the hotel 
and X in general to, again, do whatever is necessary, be creative and think outside the 
box, just take care of the situation, and if there are consequences later, then they deal 
with them. 

In his essay, Owen reflected the opinion that this work environment was helping 

people develop personally by providing sufficient training and learning opportunities: 

I have learned a lot since working at the X. They have supported my growth 
professionally as well as caring about me personally. At the X, we are entitled to 
make our own decisions without consulting your manager. This gives me the 
opportunity to grow in my position. (Owen, Written Reflection) 
 
The company documentation also supported the above statements with Value # 4 

from the Associate Handbook: 

Encourage and reward innovation, creativity, and risk taking. Everyone has the ability 
to think. By challenging ourselves to think creatively, we can impact our jobs, fellow 
associates, guests and profits! Encouraging others to share their ideas and take risks to 
do things differently is an important part of this value. We know that by taking risks, 
mistakes will happen and that is okay…as long as we learn from them. We celebrate 
risk taking and thinking creatively – it is all a part of innovation. (Associate 
Handbook, p. 5) 
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Furthermore, in the Associate Opinion Surveys from 2007, the statement “Providing 

training to help you do your current job” had an increase of 15% over 2006 to an average 

total across the departments of 63%.  

Sub-theme 3: Pay and Benefits, Job Security, Physical Environment, and Other Incentives 

 This sub-theme reveals participants’ attitudes toward material incentives such as pay, 

benefits, other rewards, and the physical space at work. Five participants thought that their 

remuneration in this company was high. These same participants described the variety of 

benefits their organization offered as sufficient and generous. Exceptions were two 

participants, who thought they were actually inadequate and did not reward hard workers 

properly. One employee confirmed that indirectly by comparing the benefit system in 

American hospitality with European hospitality and concluded that more was always better. 

Half of the respondents placed high value on pay increases and bonus. Six participants also 

stressed the need of moral motivation through respect and appreciation coming from a 

sincere human heart. Especially important for another five participants were benefits such as 

vacation leave and sick leave because of these participants’ family orientation. 

 The company supported its associates with material rewards and sufficient salaries as 

seen in Kate, Jocelyn Marie, and Bob’s words. In her interview, Jocelyn Marie shared: 

They will always be willing to pay more if it’s worth it, like they have plenty of 
management where they have increased the amount to what they have been planning 
on paying this position because of the credentials and because of things they have 
been able to achieve in the past. And I mean pretty high management positions like 
director of food and beverage or restaurant managers that have had very good success 
turning places around. They have increased the budget so that they may work in here.  
 
Jocelyn Marie also testified how in difficult economic circumstance the company had 

the history of a “hero” in the face of associates by providing them with job security:  
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They just decreased the hours, everybody was able to keep the bottom fixed, 
everybody still got their wage increases and their reviews. There were no wage 
freezes, so it was very friendly. Every other hotel in the city people lost their jobs, 
you know, nobody got increases, you know, it was just really not here…that was 
really a great show of the company spirit. 

However, in the 2007 AOS employees needed to rate the statement “Your pay 

compared to similar jobs in the area” and produced 46% favorable responses, which was a 

5% decrease from 2006. The statement “I understand I can receive higher pay increases for 

excellent job performance” also carried a considerable 28%, drop from 76% in 2006 to 48% 

in the 2007 AOS. 

Additionally, in his Written Reflection, Haefy expressed an opinion regarding the 

safety of the work environment: 

Finally, the workplace needs to feel safe. Today’s workforce needs to feel safe and 
secure in their workplace. Safe from harassment, injury and mistreatment. If people 
feel compensated, appreciated and safe, everything else can be handled as it comes. 
People will have patience with most every situation if they truly feel those things. In 
my own experiences, I have stayed in jobs through hardship when I felt like that. 
(Haefy, Written Reflection) 

Sub-theme 4: Cultural Diversity Tolerance 

In relation to the employee-friendliness of the work environment, the cultural-

diversity perceptions of participants were examined. Most participants attested to a sufficient 

amount of tolerance toward cultural differences in this hotel. Tow participants, who were 

born and raised in cultures other than the US, shared the same cultural stereotypes and 

perceptions about the difference between the American culture they were working and living 

in and their own home cultures. The American culture was clearly more materialistic, 

individualistic, work-oriented, and closed to the outside world. Another three respondents 

also saw foreigners to be more motivated and dedicated to perform well in their hospitality 

positions. Cultural differences needed to be taken into consideration on a daily basis and 
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management needed to be tailored accordingly, as expressed by six participants in this hotel. 

In relation to cultural diversity, the organizational culture was viewed not only through 

participants’ perceptions of that construct, but also in the words of the HR director who 

expressed her future plans for more diversity training. The cultural diversity of the studied 

organization was confirmed by several opinions. Hadley said: 

Now we have quite a bit of diversity—black and white. We cannot have [a] ton of 
diversity when it comes to culture. We have had a large group of African immigrants 
come and join us. A very small group of Japanese. We have one Hispanic position 
who works for us.… 

In addition, Veronique made an interesting metaphoric comparison – “we are like UN 

within our organization.” Also, Alexandra thought that, “We have different cultures, but I am 

able to be unique and to be me; and one of the things I appreciate is to be me. I don’t have 

any pressure to act in a certain way. I feel very good about this here.” In that respect, the 

2007 AOS revealed how almost 59% of the participating associates agreed that “In my hotel, 

there is a genuine respect for differences in ideas, views, and opinions,” and this score was 

1% higher the year before. Furthermore, the need of cultural diversity tolerance at the 

workplace was emphasized by Haefy: 

My own attitude is that everyone has something completely different to bring to the 
table. They may have different goals and perceptions but to learn from each other and 
develop from each other strength. And see each other for who we are, instead of 
trying to force everything and get through the day. But add a personal touch to it 
where we all can become better people by relying on everyone around us—regardless 
of who they are and where they are from. 

 
 This also explained the fact that people from different cultures were seen to have 

different qualities and to perform differently at work. For example, Stan said, “I see more 

commitment from foreigners than from Americans. They work and they are not afraid to 

wash dishes and they don’t see it as degrading, but just a part of the job.” 
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Sub-theme 5: The Negative Needs Change 

Participants saw how leaders were able to convert the work atmosphere into a 

negative one by maintaining the face-time culture of the industry (staying late hours at the 

workplace, not necessarily with the purpose of being productive). In addition, colleagues 

could also contribute in a negative way by being rude and inconsiderate, thought three 

participants. Another four said that leaders could be dictators and exhibit unfairness. 

Furthermore, the organizational culture might be primarily revenue-oriented and without 

regard for people. One participant even suspected racial and gender prejudices. On the other 

hand, two participants with a background from Eastern cultures felt the workplace was 

negative only when it did not allow them to provide for their family and when it prevented 

them from feeling free. Materialistic goal-orientedness also made a bad impression to 

representatives from all national cultures. 

There were several negatives of the current work environment that participants 

wanted to change. Examples were the materialistic or profit-oriented mindset of leadership 

that Nora, Pat, and Thomas Moore talked about. In addition, from there also resulted some of 

the complaints of insufficient remuneration that came from Jack, Thomas More, Nora, Ralph, 

and other participants. The materialistic culture was illustrated by what Pat said: 

I just think that they’re all about the revenue and, you know, get meetings in, get this, 
get that and so I just think that because they’re always driving that, I think that in the 
back of your mind you’re thinking, “Oh my gosh, I’m not doing anything to bring 
revenue in today because I’m at home because my daughter is sick. 

Another issue that needed to be addressed, according to three participants, was the 

lack of empowerment and the presence of micromanagement. In addition, some policies and 

procedures were not seen as followed strictly and justly by management. Mat shared: 

Well, they are not very consistent with terminating people. Some, they terminate with 
their first offence and some get 5-6-7-8 times and they do not get terminated for 
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being late, for you know other stuff, for hiding up in the back talking on the phone for 
two hours. They are not consistent. They say 3 shots and you are out and you are 
fired…They don’t share sometimes. I don’t know how they operate. It’s not 
consistent. It doesn’t make sense. 

Representing the company, Hadley said: “It’s not that I don’t trust people or think 

they are not intelligent. I think it is human nature for some people. So, I would like to see 

more policies or procedures or guidelines but people need to know.” 

Furthermore, the response to the statement “I believe that my hotel will do something 

about issues identified in this survey” demonstrated a considerable decrease in the overall 

trust of associates for the way their work environment was going to change. Approvals 

dropped from 70% in the 2006 AOS to only 53% in the 2007 AOS. 

Theme Two: Leading by Example 

Theme Two includes all ideas referring to the leadership values and style of corporate 

executives, local higher-level management (General Manager and Executive Committee), 

and middle hotel management (direct supervisors). Under this broad category, the following 

sub-themes were formed: 1) company values of leadership styles and employee treatment; 2) 

the legacy of one charismatic leader (the previous general manager, GM); 3) leader-follower 

communication; and 4) how the workplace feels intrinsically. 

Table 8. Sub-themes in Theme Two. 

Theme 2 Leading by Example 

Sub-theme 1 Leadership values and style  

Sub-theme 2 The legacy of a charismatic leader 

Sub-theme 3 Leader-follower communication 

Sub-theme 4 How does the workplace feel intrinsically? 
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Sub-theme 1: Leadership Values and Styles  

According to 14 participants, the management company’s leadership was very 

supportive of both associates’ professional growth and personal development. The studied 

hotel’s management valued people and had the priority of keeping them even at the cost of 

more investment. In addition, innovativeness and new ideas were given a chance in this 

organization. Self-directedness and creativity were encouraged. Micromanagement was 

mentioned by five participants, but it was not qualified as a leadership problem. 

In her written reflection Jocelyn Marie emphasized the genuine care that leaders in 

this company had for associates: 

It’s not a make-believe, where we all ‘play our part’ and pretend. I sincerely care, and 
I am satisfied every day when I come and go to work. I get to take care of many 
important factors for other people that have chosen to work in a field where they get 
to take care of people, just like I have.  

 
Alexandra confirmed that feeling with an illustration from her personal experience 

with her boss: 

I have been through some situations and I have seen my direct supervisor supporting 
me 100% and if I have to take a very big decision she will support me. I have been 
feeling very good about it and I have been feeling very very supported. 

 
Haefy was one of the participants who emphasized balance between organizational 

and individual interests, as well as balance in the efforts to create and maintain a favorable 

working atmosphere: 

And as far as the organization, it realizes that everyone is an individual but they also 
have to keep in perspective that we have abilities as individuals and goals as 
department to try to get through every day. But probably to sum up as this 
organization does a very good job of picking the right people for this organization.  

In her written reflection, Kate concurred with Haefy that “It takes the workers, too, to 

support this type of workplace. Too many times the workers themselves create the havoc that 

can upset this applecart. You will always get these ‘grumpy Guses’ that spoil it for everyone” 
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(Kate, Written Reflection). Furthermore, as a representative of the organization’s viewpoint, 

Hadley shared the values of this hotel’s leadership about the way employees were treated: 

We firmly believe in the company as a hotel that without our people we cannot be 
successful. So, on a daily basis, for me personally, when X. was here it was important 
for her to just check in with me on a daily basis to make sure I was ok. It was not only 
the demanding things, “Did you do this, did you do this?” It was, “How is Hadley 
today?” 

In addition, the results from the AOS confirmed the overall acceptance of leaders by 

associates. The statement “Rate your immediate supervisor or manager – treating you with 

respect” had an increase of nearly 24% from 2006 to a total of almost 79% of hotel associates 

who approved of it in 2007. The statement “Rate your immediate supervisor or manager – 

dealing fairly with everyone” received a total of 63% approvals, which was slightly higher 

than the 60% in 2006. 

Sub-theme 2: The Legacy of One Charismatic Leader  

 All 17 respondents, regardless of cultural belonging, time in the company, position, or 

department mentioned the state of overall morale after the uniting figure of the previous 

general manger (GM) left the hotel to become a regional Vice President for the 

management/owner company. Her role model and charismatic leadership style had left a 

positive mark on everybody throughout the hotel departments by creating a culture of trust 

and respect. A general disappointment and disorientation could be felt because of the 

uncertainty from the change behind her. 

 As one of the new management employees, Alexandra observed the following 

attitude that people had toward the ex-GM, who was also described as a wonderful model: 

I have seen people complaining about things in the past that are happening now 
because the ex-general manager is no longer here. And I understand that it’s a big 
change for a person who was here for 7 years and I believe she was a person who was 
driving everybody. She was able to be on top of every single detail – operation sales, 
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engineering, and she was on top of all, and the leaders were, and when she left 
everybody just lost control. 

Stan confirmed that the employee- and family-friendliness started back with that 

same leader, who embedded it into the culture: 

All starts with the GM because she was very much into the associates, demonstrating 
value to the human being – just to ask them about their family and their personal life 
and that will happen here. They are associate-oriented. X did that. She knew every 
housekeeper’s names, their daughters’ names, granddaughter’s... She was very into 
personal level with them, not only housekeepers – everybody. So, that kind of care 
was here and she had it in her and with X it was very sincere, although it was 
business, but it was very sincere, and the people felt it.  

Veronique added something more to the GM’s personality description that helped to 

imagine the qualities of such an exceptional leader: 

X has been an unbelievable leader, an extremely smart woman. Very savvy about the 
hotel business. She also used her own gift I enjoy immensely working underneath her. 
And learned a lot from her. It took nearly 5 months to find a replacement for her and 
grant it the hotel was really tiring on the disorder, which way to row the boat and 
during that time we were not all going in the same direction.  

 
Sub-theme 3: Leader-Follower Communication 

Participants saw their leaders as open-minded to new ideas, empowering, liberal, and 

approachable. They also found their leaders to be understanding, flexible, and supportive of 

personal needs at the workplace. They viewed the HR department separately in its special 

role of a trustworthy mediator between the occasional divisions of “us” vs. “them” between 

higher management and hourly associates. Six participants from different cultures pointed to 

the micromanagement styles of their leaders.  

 John talked about the relationships with the company executives and how warm and 

natural the attitude from the top down was: 

It’s like when the CEO of the company WM will come in or someone else from the 
higher up execs, I’ve been here since they opened, so I’ve known them, and every 
time they come back, which isn’t that often, it’s nice to have them, “Oh John nice to 
see your still here,” those kind of things. 
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As Pat said, there was an ease in the communication between leaders and followers: 

“I feel that we could always, always bring up a suggestion or something new or and then it 

will be heard, I don’t feel like it would ever be shut down or anything like that.” In that 

respect, Jocelyn Marie underlined the open-door policy of the company that made it easier to 

communicate with management and resolved every concern employees had in a timely 

fashion: 

Yes, we have open-door guidelines with the chain of command: you go to your 
supervisor or to your manager and everybody has an executive committee member 
that is assigned and then the HR director, and GM and if they still are not satisfied 
they can go to the regional vice-president. 

 Three participants expressed some concerns about the lack of free communication 

with higher management. Also, four participants mentioned micromanagement as a frequent 

event in this hotel. For example, Pam said, “I feel like I had to go to my director for 

everything, to ask permission to do anything. So, I feel like we were told that we have a lot of 

freedom, but I don’t know that I personally felt that way.” Similarly, following are the AOS 

results about employee-management relationships. The statement “Rate your immediate 

supervisor or manager – doing something about your problems and suggestions” received a 

3% approval decrease, demonstrating a slight deterioration of supervisor-employee 

relationships from 2006, to a total of 57% approval rate in 2007.  

Sub-theme 4: How Does the Workplace Feel Intrinsically? 

This sub-theme reviews the way respondents see their work environment as created 

and maintained by leadership or as a corporate culture passed down by the company’s HQ 

office. This theme has an emphasis on the intrinsic motivation of participants, which should 

be understood mostly as the feeling components of respondents’ perceptions. Some 

participants thought that happy employees did a better job at work and contributed to the 
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maintenance of a positive work environment. This led to the logical conclusion of three 

participants that employees should have a positive attitude toward the workplace in order for 

the workplace to really be positive. A positive work environment retained associates and 

made them loyal, but also consisted of a balance between business interests and personal 

interests. The creation of such an environment was seen as a responsibility of leaders mostly, 

but four participants emphasized that associates participated as well. The negative opinion of 

two respondents described the lack of positive work environment in the studied organization 

because of the lack of developmental opportunities. All participants (with the exception of 

three) did not agree with the goal-orientedness and competitive culture of the workplace, as 

well as the lack of motivation and appreciation. Mat shared something that illustrated very 

well the intrinsic motivation within the company and how leadership achieved it: 

Employee friendliness—they have a lot of like: company picnics, employee 
Christmas, where kids can come for breakfast with Santa. There is an appreciation 
employee week where the executive managers will come and serve the employees 
food. It’s all good. And they send us gift cards for the holidays, for birthdays, and 
Christmas.  

 
Thomas Moore recapped the feeling of contentment with the whole package of 

employment and the satisfaction with the work environment as a whole: 

I could go somewhere else that is ranked less, do less work and make just as much 
money, but I wouldn’t make as much, I wouldn’t have as much happiness because I 
would be in a lower quality place and I wouldn’t get the respect I do from the other 
people.  

 
In the AOS results, the statement “Rate your immediate supervisor or manager – 

providing recognition when you do a good job” received an 8% increase of positive opinions 

since 2006 to a total of 68% in 2007. The statement “I trust my immediate supervisor” had an 

approval rate of 73%, which was again 8% over 2006. 
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Theme Three: Balance of Work and Life 

Theme Three discusses participants’ values and needs for work-life balance (WLB) 

or work-family balance (WFB), as well as the company’s efforts in providing that. The 

hospitality industry’s characteristics representing barriers for WLB and WFB are 

summarized in the second sub-theme of Theme Three. 

Table 9. Sub-themes of Theme Three. 

Theme 3 Balance of Work and Life 

Sub-theme 1 Individual values and organizational efforts for WLB 

Sub-theme 2 Hospitality characteristics and barriers for WLB/WFB 

 

Sub-theme 1: Individual Values and Organizational Efforts for WLB 

For the participants in this study, this company’s management as well as the corporate 

organizational values were very family-friendly and flexible concerning people’s personal 

lives. Participants also felt that work and home should be separate and that balance between 

individual and organizational needs had to exist. Three of them thought that most of the time 

the task of creating WLB conditions depended on employees and their personal work ethics. 

In that relation, four participants reported a tendency toward overworking and workaholism. 

In addition, respondents said that this hotel company did not have established family or 

work-life-balance policies, but instead, it was good about organizing family-friendly 

activities for all associates. Furthermore, because of the service essence of the industry, the 

WLB benefits were never sufficient. There was also a belief, expressed by three participants, 

in the role of the individual to create WLB. Furthermore, five participants stressed the 

importance of family in their lives and demonstrated gratitude to the company for the 

flexibility everyone received through the opportunity to run personal errands at work. In that 
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respect, they wished for more WLB-oriented benefits such as vacation days, sick time, 

education reimbursement, and others. Bob, for example, was one of the participants who 

were satisfied with the understanding he received from leaders and the company regarding 

family situations: 

Well, if I ask for something, for example, like if I need an extra off day to take care of 
personal things, the dates that I’ve asked I have not been denied. If I need to take my 
child to the doctor and I said, you know, I have to take the day off. It’s been given to 
me, it’s not been denied. I’m sure if they were at any kind of occupancy where they 
can’t, I would agree with them, “You know, we need you there.” But in regards to my 
family and attending to their needs, they back me on that and they don’t take away 
that time from me. 

 
As Stan stated, the reasons for this comfort and employee satisfaction were the 

company values for work-life balance: 

The company is very, for example, employee-oriented, so there are a lot of ways to 
mix family life with work. They are not so much like before you had some companies 
I was working for - you really had to pay your dues 7am to midnight and didn’t care 
about your family life. With X. (the management and owner company), it’s very 
different. They allow you to mix both, they are very interested on how you are 
processing family and work life and they know that by doing that they will have more 
productivity. I have been here (in the US) for 22 years and it’s a stressless company 
compared to my previous experience. They are very conscious of what their 
employee wants and what they need and they work around that. 
 
The same opinion came as a testament from a participant who is not on an executive 

management position in the company. Jocelyn Marie shared in her written reflection: “Hotel 

managers have a good sense of family values. It is comforting to know that if there is an 

emergency that your employer will understand (within reason) that family comes first.” 

Furthermore, Mat added an example of his story of appreciation for the understanding he met 

with on a daily basis: 

Well, they are good at accommodating my schedule because I need to get out by 2 or 
3 o’clock to pick up my kids from school. At first, they kept bugging me because they 
wanted me to be the valley supervisor but I did not want to work past 2-3 o’clock, but 
the reason - that was my kids. So, they accommodated that by letting me work my 
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regular schedule and to cover the night shift they are looking to hire a night 
supervisor, so that way there is a supervisor in the morning and a supervisor at night. 
 
The examined hotel documentation read about the family-friendly benefits extended 

to all associates that helped them balance their work and life better: 

After completing 90 days of employment, full-time associates will receive three paid 
sick days (24 hours). Thereafter, three sick days (24 hours) will be accrued annually 
on your anniversary date. Any unused sick time will roll over into the next year and 
be added to your new balance, not to exceed 20 days (160 hours). A sick day cannot 
be collected unless it has been earned and may not be borrowed for the future. 
(Associate Handbook, p. 19) 

Sub-theme 2: Hospitality Characteristics and Barriers for WLB/WFB 

  All participants, regardless of cultural background, understood the limitations of their 

hospitality profession and the barriers it posed to all spheres of their lives outside of work: 

family, play, and leisure. Following is the way they described the hospitality industry’s 

characteristics and what impacted them personally. Half of the participants talked about the 

negative face-time culture of the business as well as the long and irregular business hours 

that required personal sacrifice. They also mentioned the specific type of personality that 

hospitality required from workers: polite, patient, and human. And although hospitality was 

meant for satisfying people, it was challenging to gratify such a diverse pool of customers. In 

addition, two participants stressed the emotional labor features, which often caused high rates 

of turnover, according to another two respondents. Three participants also complained from 

the stressful environment the business created because of its goal-orientedness and 

competitive nature. Pat had a vivid example about the stress she received from the job: 

But I was very, but what I did bring home was the stress that I felt from the job, not 
only from the job but just the hours that I work; the stress that I felt because I couldn’t 
get things done in my personal life because I was working so many hours. And you 
know when I was working I was so stressed out and I mean not that I should make 
personal phone calls at work but it would be like I couldn’t even call the doctor to 
make a doctor’s appointment because I was so busy, you know, just stuff like that. 
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And it just got to the point where I couldn’t do anything anymore because I was so 
stressed out all the time and I took that home.            

 
In addition, Thomas Moore described another common drawback of the hospitality 

industry career – the emotional labor involved in the performance of the job: “Of course, me 

dealing with very personal issues, with people everyday, gets to be a little stressful. In fact, 

little doesn’t begin to describe it. It gets extremely stressful sometimes.” However, 

participants agreed that there were some widely accepted features of the business that 

everybody knew would be a hindrance with their normal family or personal lives. As Sally 

Johnson said: 

I think, in hospitality, it’s always kind of difficult because it’s 24/7 and it’s never a 
day off. We’re never closed. Umm, but my personal role kind of enables and that’s 
also kind of why I did it but it enables me to work a majority of Monday through 
Friday nine to five type of work, which I wanted and I think that’s kind of why I 
strive to become this in the company is because I didn’t want to work sporadic hours. 
I wanted to have a set time. (Sally Johnson, Interview) 
 
On the other hand, the business type demanded certain profile of workers that would 

be most compatible with the requirements of the job, as Jocelyn Marie did not fail to mention 

in her written reflection: 

That’s why the number one characteristic to take into account when finding the right 
people to work in the hotel is having the desire to take care of people. Now, I know 
I’m going to sound like a good guy vs. bad guy kid’s movie here, but all of that power 
in the wrong hands would be very detrimental for any organization. If you put 
someone into any position in a hotel that is not interested in taking care of people, it is 
going to make the wrong difference. (Jocelyn Marie, Written Reflection) 

Theme Four: In Touch with the Community 

Theme Four includes a discussion regarding the community involvement efforts of 

the studied hotel, the values that individual employees held in relation to that, and the values 

that the organization proclaimed. All participants, regardless of national cultural belonging, 

agreed that the company, and specifically their hotel, were very actively community 
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involved. Everyone gave examples of that involvement together with their personal beliefs 

and discussions on the topic. Five respondents did not indicate personal participation in the 

hotel’s community efforts, but approved of all undertakings. Three participants encouraged 

pure volunteering for community involvement―outside of paid work time or other personal 

benefits. Jocelyn Marie’s words best revealed the company values in respect to the 

community involvement efforts: 

Oh yeah, that is one of our main values, yeah. We work on it a lot. Last year for 
example we laid it at the head of each department where each department was 
responsible for community service each month. Accounting was in October and the 
restaurant had to come up with something for April. And they tried to pick whatever 
they wanted to do, whether it was just raising money for a cause or going out for the 
day and working with them. That was a lot of fun…It’s right there for them. They do 
not have to go and seek different things to do in the community. We present it to 
them. We will go to the food bank, from this time to that time. If you want please sign 
up and we will have transportation arranged and we take care of all things for them.  

In addition, Stan followed the line starting from the top leaders of the management 

company, to the local level higher and middle management of the hotel: 

It’s both X (the corporate office) are known for helping the community. They have a 
lot of charity things going on for kids disabled and stuff like that they are very 
involved, especially in X. And what they do there they want to do here to 
communicate to their hotels and most hotels have the same problem. They have 
leadership meeting where all the GMs and directors of sales and marketing had to go, 
and on those days one day was to do charity and we went to food bank and packaged 
food for people. They bought some bicycles for kids. So, they are very much involved 
in each place where X has a hotel.  

Pat added how the management company evaluated the performance of each of their 

hotels based on the level of community involvement, whereas Owen gave specific examples 

of what activities are undertaken by hotel employees: “Every year we support them. I think it 

is excellent. One year we did something for the community, we cleaned the graffiti, and we 

sell ice cream for dollar, and the money we send to the troops.” Thus, Jocelyn Marie 

exclaimed in her written reflection how: “With hotels, there is always something extra to 
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make you feel good. It may be a community service day; giving you the opportunity to go out 

and do great things for other people in the communities in which we work and live.” (Jocelyn 

Marie, Written Reflection) 

Furthermore the reviewed organizational documentation reiterated the spirit of social 

responsibility through Value # 8 from the Associate Handbook:  

Support and positively impact our communities. We support the communities in 
which we live and work. We actively participate in community programs and 
charitable events by donating our time, skills, knowledge and money. Our 
environment is important to us. Conserving such things as water and electricity, and 
recycling paper, aluminum and plastic are all ways in which we support and impact 
our communities. (p. 6) 

 
And finally, the results from the 2007 AOS revealed a consistently high percentage of 

agreement (78%) to the statement “In my hotel, associates are encouraged to get involved in 

community activities.”  

Theme Five: Sources of Meaningfulness 

Theme Five consists of four theme discussions. The first one is listing work itself and 

participants’ attitudes to work in this organization as a source of meaningfulness. In addition, 

employees’ pride from the products and services of the hotel contributed to that meaning. 

The second sub-theme reveals the meaningfulness of the workplace expressed in the social 

environment. The third sub-theme discusses the self and people’s spiritual experiences at 

work. The forth discussion in this theme reveals the features of the humane organization as 

seen by the participants in the study. 
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Table 10. Sub-themes of Theme Five.  

Theme Five Sources of Meaningfulness 

Sub-theme 1 Meaning from work itself and pride in the product  

Sub-theme 2 Meaningfulness expressed in the social environment 

Sub-theme 3 The self at work and spirituality at work 

Sub-theme 4 Features of the Humane Organization (HO) 

Sub-theme 1: Meaning From Work Itself and Pride in the Product 

This sub-theme of Theme Five discloses information regarding meaning and 

significance coming from work itself, as well as pride in belonging to the hotel and in being a 

part of the competitive product. All participants expressed agreement that the meaningful 

workplace is one where people love to perform their work activity and follow their life 

calling. All participants, regardless of cultural background, also expressed satisfaction and 

appreciation of the product they were working to create in this organization. They were 

proud and happy to belong to the best hotel in town. 

 Jocelyn Marie spoke for all participants in this study by expressing her attitude of 

happiness to help people and make a difference in their lives: “You can say it’s happiness, 

it’s satisfaction, feeling that I am making a difference. I know I take care of people in my 

own way. You can not duplicate that.” Similarly, just as Trixie advised, “you should like 

what you do because life is too short to be miserable at work,” Ralph viewed work and its 

responsibilities as synonymous to enjoyment: 

In life, the key of success in any profession is enjoyment: you will succeed if you like 
what you do and do not view it merely as a way to make money. When you are really 
interested in your work, you can master the most difficult situations and will become 
a master at whatever you do. 
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There were also representatives of the younger generation of hospitality workers who 

did not live in order to work. Like Pat said, workaholism and devoting long hours on the job, 

sacrificing other spheres of life, were not popular any more: 

I don’t think it should be every part of your life or overcome every aspect of your life. 
So, I think that, I think you should feel challenged and I think you should feel like it’s 
meaningful for your life and that you’re actually doing something.  

Veronique recommended a grateful attitude and a mind-renewal in order to improve 

the meaning of the word work. She treated work not as an obligation, but as a blessing to 

have an occupation: 

If you use the terminology work, work is exaggerated. It sounds like something that 
has to be done. When you think of work as a gift you follow your gift throughout 
your carrier life and you don’t fight against what has been placed upon your heart or 
within you, on your mind as a talent, a God given talent. And you follow that natural 
thing within you and you will have a very meaningful life. If you don’t follow that 
talent, if you follow work just because someone indicated to you that this is 
something you should be doing or this is what you are going to be doing. 

Furthermore, all participants expressed their pride from the product they created and 

the quality of the hotel they worked for. Just like Nora said: “We are X’s only four diamond 

hotel. So I can say, ‘Oh, I’m an X manager at the only four diamond hotel in X (city).” 

Alexandra even implied that pride and honor from the fruit of one’s hands should be instilled 

in the organizational culture: ”They should be proud of the organization. It is not just a place 

where you go and put a number of hours. And you should be able to teach that to people.”  

Sally captured it best in her written reflection: 

I think that to work in a meaningful workplace means that you are working for a 
company that you believe in. For me that means I believe in what the company stands 
for as well as what I am selling to customers. The company I work for now does 
make what I do meaningful because I not only believe and love the property I am 
selling but I also like the people that I work with. (Sally Johnson, Written Reflection) 

Furthermore, the Associate’s Handbook first page presented the official message 

from the president and CEO that read: “We are a leader in the hospitality management 
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industry and have reputation for our dedication to our associates, guests and owners.” The 

AOS confirmed associates’ positive attitudes toward work in rating the following statements: 

1) “Overall, rate your hotel compared with other companies you have worked for” received 

63% agreement in 2007, which represented a 27% increase since 2006; 2) “I am proud to 

work for X Hospitality” received 77% favorable responses in 2007―a 7% increase since 

2006. 

Sub-theme 2: Meaningfulness Expressed in the Social Environment  

All participants expressed their perception of what makes a work environment 

meaningful and agreed that such is a workplace where one can find a friendly and supportive 

social environment; a place where one feels necessary and helpful to the needs of others; and 

where one goes to work with pleasure and experiences enjoyment from interacting with 

people. 

 For many people like Bob the meaningful workplace was expressed in socialization 

with good people – customers, colleagues or superiors: “You know, I come to work with a 

very positive attitude because the people that I work with are very friendly and helpful. If I 

can’t do something, they help me.” Nora too added that she is all for the joy of the 

fellowship: “I love the customer, I love this building, I love the people. I love my employees, 

they are absolutely wonderful.” Stan gave a good description of the social atmosphere in this 

particular organization and shed light on the reason why associates had a retention rate of 

over 55%: 

There is no politics in the office. Everybody is open with everybody and this is 
probably a product of the stressless environment. You don’t have to start playing. 
You come and say it as you think, no mask to put on, and try to please people. You 
say it as it is. 



 294

Alexandra added, specifically, how “Everybody is very friendly, everybody is very 

collaborative, so I believe this is ok place to work.” And Jocelyn Marie said in her written 

reflection that “they make work seem less like work, and more like another family or social 

group you belong to” (Jocelyn Marie, Written Reflection). In addition, the studied hotel was 

an attractive workplace for associates on account of Value # 3, upheld in the Associate 

Handbook, which best reflected the documentation analysis in support of this theme: 

Promote pride, enthusiasm and team spirit within our organization. We take pride in 
our business in everything we do. Working as a team, we build trust, communicate 
openly, support one another, and recognize and reward each other’s 
accomplishments. The enthusiasm we share with our team fuels our spirit and pride. 
We strive for a common goal – the vision and mission of the company. (p. 5) 

 
Sub-theme 3: The Self at Work and Spirituality at Work 

 All participants, regardless of cultural background, expressed the need to use time just 

for themselves or their personal and family needs while they were at work. Spirituality was 

not a popular expression for their spending time alone at the workplace and some of them 

thought it was completely irrelevant to their work. Six participants shared their belief in God 

and its relevance to their performance and emotional state at work. There were six 

participants who alluded to spirituality as a form of special expression of freedom to be their 

own selves at work. For example, Sally saw herself interpreting the business world through 

that aspect of her personality to trust on a higher being: 

I was brought up, you know, we weren’t the most religious family on the block but 
we weren’t you know not religious and for me personally I never know that my 
success and everything, it has a lot to do with me but I know it has a lot to do with 
God on my side, that sort of thing. And you know I’m the type of person that I 
personally feel like when I pray about something and it was meant to happen it 
happens. So, you know, for me if I’m having a hard day or if I’m or I’m really 
nervous about getting something back, I do, I do bring that in and I know in the back 
of my mind that it wasn’t just solely myself, that sort of thing. 
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For Trixie it was just a moment for herself and what she deeply esteemed in her life: 

“But then again you’ve got that minute when you are waiting for the computer to row in, that 

you have enough time to say, ‘Thank you Jesus. It has been a nice day.’” For Stan it was an 

alternative method of decision-making: “My mama always told me I have a feminine 

intuition. I can’t explain it. It’s like when you meet somebody and you can say this person is 

like this or that … a feeling that you have.” Whereas for Pat, meaning lay in the importance 

of emotional expression and the realization of the self at the workplace: 

If I got excited because I helped a kid out or, you know, I wanted to run down the 
hallway and do leaps and scream because I was excited. Everyone loved it. They 
would go to their doors, “Oh, there’s Pat again”, you know. Or if I wanted to cry 
because I just read this story about a horrible case of abuse they were all right there to 
grab a tissue for me, you know. But here I just never felt like it was like that, I never 
felt like I could do that, and I don’t know why, it just wasn’t that type of atmosphere. 

 
Sub-theme 4: Features of the Humane Organization (HO) 

Four participants thought that organizations are as humane as the people that work in 

them. They shared that an important quality of HOs is to treat their employees with a 

personable and unique approach, furnished with the knowledge of what makes every 

individual happy. One American participant expressed concern from too much humane 

treatment of employees at the workplace, because an organization existed only when there 

was a balance between the organizational objectives and people’s goals. There were four 

participants from different cultures who conveyed skepticism regarding the existing of a 

really humane organization in a materialistic world order. HOs also had to be committed to 

community service, thought four of the interviewed hospitality professionals. Six participants 

called this organization humane, which allowed more time for family and leisure activities. 

The main expression of what the humane organization was all about, for these 

participants, was seen in the opinion of Thomas Moore: “The bottom line is not the dollar. 
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The bottom line has to be the well-being of the people.” In her written reflection Trixie 

expanded the definition to: 

A meaningful workplace would be one that takes the employee’s well-being into 
consideration. This could be done through benefits offered; understanding that each 
and every employee has a life outside of the office; making the workplace enjoyable 
to come to each day. (Trixie, Written Reflection) 

 
There were people like John who were skeptical about the existence of such an 

organizational concept. He thought it is the industry’s features impeding the idea of valuing 

the person over, if not as much as, the company interests: 

I’m just trying to be realistic because of the type of industry it is and I really don’t 
think there’s anyway, unless you turned it into a whole different business, only 
Monday through Friday. And again, because of the nature of the industry, the hand 
you’re dealt with is there’s no way to guarantee anything. 

In Sally’s view it was what one makes of it and the industry type did not play a role: 

“In the end I think that everything is what you make it.” Whereas, for Jocelyn Marie, the 

social surrounding and the peers one has partake in shaping the atmosphere at the workplace: 

“The people that you work with, not only who you work for, also directly impact whether an 

organization is humane.” Furthermore, Haefy’s thoughts concluded on the optimistic side, in 

spite of the skepticism of three other participants: 

I honestly believe that any organization can be humane. I truly believe that people get 
caught up in the “rat race” of making more money and being selfish in their own 
needs to take a step back and realize that co-workers and even management need 
certain things to make them feel appreciated and that you genuinely care about them 
as people, and not means to an end. (Haefy, Written Reflection)  

Summary of Findings 

 In the search of perceptions of hospitality employees from different national cultures 

about the humane organization, this case study interviewed 17 hospitality employees from 

different management levels and administrative positions of a full-service hotel as well as 
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from different cultural backgrounds. From these 17 participants, 14 submitted written 

reflections regarding their understanding of what meaningful work is and how they have 

experienced it in their work lives. The studied hotel’s human resources policies, guidelines, 

associate satisfaction surveys, and future action plans of the HR department were reviewed as 

well. Earlier in this chapter, Table 4 presented the interview question responses and sub-

themes that resulted from all data sources in this study. Following that, Table 5 outlined the 

five themes that emerged from the aggregation of all data. Table 11 below summarizes the 

main results discovered per question and the corresponding theme that these findings were 

clustered into. 

Table 11. Summary results of all four data sources.  

Corresponding 

Question 

Findings Corresponding 

Data Themes 

Question # 1 

Organizational 

Support and 

Employee-

friendliness 

 

1. The work environment is supportive when there is 
enough structure, accountably, help from associates, 
and moral appreciation from the company. 

2. The company encourages empowerment of associates, 
their inclusion in the decision-making process, 
creativity, learning, as well as personal and 
professional growth. 

3. Participants express their preference for a competitive 
increase of their wages, as well as the improvement of 
their benefits. 

 

Theme 1 

Question # 2 

Organizational 

Leadership 
 

4. The leadership values of this organization are very 
supportive and employee-friendly. 

5. Participants believe in the unique role of the previous 
GM in the creation and maintenance of the positive 
work environment. 

6. The leader-follower communication is rather positive 
and respectful. 

7. Associates also contribute to a positive work 
environment that consists of balance between business 
interests and personal interests through personality-job 
fit. 

 

Theme 2 

Question # 3 

WLB in the 

Organization 

8. This hotel is a very work-life as well as work-family-
balanced organization. 

9. The hospitality business is deemed not sufficiently 

Theme 3 
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WLB-friendly by participants. 
 

Question # 4 

Attitude Toward 

Work 

10. Meaningfulness of the workplace comes from the 
level of enjoyment of work and from pride with the 
product. 

 

Theme 5 

Question # 5 

Organizational 

Community 

Involvement  

11. The organization is a pronounced leader in community 
involvement. 

12. Participants support social responsibility and would 
like to be involved in the community. 

 

Theme 4 

Question # 6 

Value of the 

Human Being 

13. HOs treat people in a unique and personal way. 
14. HOs take care of all needs of the employee. 
15. There must be a balance between valuing the human 

being and achieving the organizational goals. 

Theme 5 

Question # 7 

The Ideal 

Workplace 

16. Meaning comes from the friendliness of the social 
environment created at the workplace. 

17. Self-expression is important for the meaningfulness of 
the workplace. 

 

Theme 5 

Question # 8 

Change 

18. The face-time culture maintained by leaders and the 
revenue-orientation of the industry is negative.  

19. Rude and lazy colleagues make the workplace 
negative. 

20. Injustice from leaders makes the workplace negative 
and needs change. 

 

Theme 1 

Question # 9 

Add 

Cultural 

Diversity 

21. Participants recommended that cultural diversity is 
taken into consideration on a daily basis in their 
organization. 

22. The studied organization is tolerant toward cultural 
differences according to participants. 

Theme 1 
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CHAPTER 5: CONCLUSIONS AND RECOMMENDATIONS 

Overview 

The purpose of this case study was to explore the way hospitality employees from 

different national cultures in a US-based hotel perceive their workplace to be a humane 

organization, as defined by Chalofsky (2008). The central research question posted as a result 

of this purpose was: How do hospitality management employees from diverse national 

backgrounds in a US-based hotel perceive their organization as a humane organization?  

Conclusions 

Based on the findings of this study and in light of the research questions, the 

researcher made the following three conclusions: (1) The findings of this case study fit 

Chalofsky’s (2008) framework of the features of the HO: living a value-based culture, caring 

about employees, caring about the organizational mission, and committed to work, play, and 

community involvement; (2) The findings support the consideration of two new 

characteristics of the HO that can possibly expand Chalofsky’s preliminary framework: HOs 

are cognizant and understanding of individuals as human beings not just as employees; HOs 

exist in a help-oriented and service-driven organizational culture such as hospitality; and (3) 

There are more similarities than differences among participants from different national 

backgrounds in terms of their perception of what a humane organization is and whether the 

studied hotel is one of these organizations. 
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Conclusion 1: The Features of the Humane Hospitality Organization (HHO) Discovered in 

This Case Study Fit Chalofsky’s Framework of the HO  

The results of this study mirrored Chalofsky’s (2008) non-empirically tested 

suggestions that the HO is a workplace with the following features: (1) a workplace living a 

value-based culture (with alignment between the organizational mission and its commitment 

to employees, customers, suppliers, and the community, as well as commitment to diversity); 

(2) caring about employees (with management committed to work-life, providing and 

nurturing a caring and supportive environment for employees, and living the culture by being 

models of the organizational values); (3) caring about the organizational mission (committed 

to the highest-quality products and services, to empowerment, integrity, intrinsic motivation, 

the community, and society at large); and (4) committed to work, play, and community 

involvement (with employees who find their work to be meaningful, who believe in the 

mission of the organization, who enjoy socializing with their colleagues, and are supported 

by management).   

All participants agreed on several common characteristics of the ideal, meaningful, or 

humane organization (these terms were perceived as almost interchangeable by participants). 

They agreed that the humane organization should be a place where people enjoy going and 

where the working atmosphere is friendly, respectful, empowered, balanced, has community, 

and is diversified, learning-oriented, creative, and directed toward family success and 

associates’ personal development and professional growth. In this respect, London, Crandall, 

and Seals (1977) said that meaning exists where life, family, and work roles are not in 

conflict. Similarly, 10 participants assented with Epstein (1990) that work should not be in 

isolation from other spheres of life, such as family, community, and leisure. Participants’ 
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opinions also coincided with Chalofsky et al. (2003) that the HO is a place where people trust 

one another, have the right thing to do, have the just thing to do, and are socially responsive. 

The following is a discussion of how the findings of this study fit Chalofsky’s (2008) four 

results. 

1) HOs Have Employee-Friendly Value-based Culture and Structure  

This study agreed that appreciation at a moral level was extremely important for 

one’s motivation at work. Participants described their hotel’s organizational structure and 

culture as facilitating the supportive environment of trust and compassion, where every 

personal need was accommodated. Thus, in light of Goodman, Zammunto, and Gifford’s 

(2001) research, the findings of this case study determined this organizational culture as 

developmental (emphasizing growth), with a stress on informal coordination and horizontal 

information.  

As mentioned previously, findings also demonstrated how the company encouraged 

empowerment of associates, their inclusion in the decision-making process, creativity, and 

learning. Similarly, the examples of two participants agreed with the MOW research project 

(1987) that without occupational self-control (autonomy, decision-making, variety, freedom 

from routine, and acquisition of new skills) it is difficult to exhibit commitment and 

identification with the work. The present study repeated MOW’s conclusions that quality of 

worklife comes from increased autonomy, participative decision-making, greater utilization, 

and appreciation of people’s competencies. However, the need of an organizational culture 

that is less hierarchical, recommended by Lashley (2002), did not recur in this study. 

Furthermore, Iyengar and Lepper (1999) challenged the “American assumption” that choice, 

personal control, and autonomy increased intrinsic motivation and life satisfaction by 
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hypothesizing that other cultures might not find the provision of empowerment as valuable. 

This study refuted this hypothesis by confirming the need of empowerment and autonomy in 

decision-making for participants with different cultural backgrounds. Only two participants 

with Asian background were examples of how it is not to every national culture liking to be 

empowered (Glynn & Barns, 1995). In addition, people who experienced meaningful work 

from different organizations and different occupations (Gayle, 1997) said that this was due to 

the level of creativity and involvement options that such “spiritual organization” provided to 

their employees. Cho and Edem (2006) found how turnover decreases when employees are 

free to contribute with suggestions. And just like the participants in this study, these authors 

suggested the use of opinion surveys to achieve that.  

2) HOs Have Caring Leadership  

The findings of this case study revealed that the leadership values of the background 

organization are very supportive and employee-friendly oriented. Leaders valued people and 

had the priority of keeping them even at the cost of more investment. Similarly, in Gayle’s 

study (1997), people who experienced meaningful work also needed leadership that was 

empowering, supportive, and appreciative like the participants in this study. If that condition 

was not fulfilled, people felt lethargic and apathetic and were not prone to performing their 

duties. Back-of-the-house workers at this hotel repeated Schleisinger and Heskett’s (2000) 

statements that the new service management model did not require direction, sanction, and 

correction, but rather required coaching, developing, and mentoring. In addition, six 

participants in this study expressed that they experienced contentment in the state of leaderly 

learning when leaders cared, when they were knowledgeable, and when they taught their 

employees constantly (Vaill, 1996). In this relation, participants from different cultures 
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believed that the previous general manager (GM) of the hotel had contributed much to the 

creation of the supportive work environment. Her role model and charismatic leadership style 

had left a positive mark on everybody throughout the hotel departments. Cleveland, O’Neill 

et al. (in press) confirmed that the GM’s example is crucial for the satisfaction, as well as the 

stress and burnout prevention, of hospitality employees. 

According to the findings, the fit between personality and position was necessary for 

the business and this hotel’s leadership was good about recruiting and promoting people. In 

addition, the leader-follower communication in this workplace was rather positive and 

respectful. Participants were satisfied with the way their managers allowed them to be 

themselves at work, regarded their opinion, and allowed them to take risks. There were only 

occasional divisions into “us” and “them” between higher and lower management or higher 

management and hourly associates. Along this line of discussion, Stalcup and Pearson (2001) 

developed a model of the reasons for quitting hospitality organizations, and two of them were 

poor communication with supervisors and differences in management values, which were 

also expressed by two participants in this study. 

The data also witnessed participants’ perceptions that instead of cherishing a primary 

regard for people, leaders could make the work atmosphere a negative one by maintaining 

the face-time culture and the revenue-orientation of the industry. There was some 

dissatisfaction expressed by six participants with the micromanagement style of their 

managers. In this relation, Harvey (2002) discussed how if a company has disappointed an 

employee by laying them off or insulting them, that person finds difficulty recovering from 

the deep psychological trauma: 

It will start with anger expressed toward the company. The anger will turn into 
depression – anger focused inward. That will lead to apathy, which is anger and 
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depression spread about. In managerial language, you would say they are not 
committed to the company. They are lethargic, unmotivated, passive, and at best they 
will have a borderline interest in doing what they are hired to do. (Harvey, 2002, p. 1) 

This is an exact description of the emotional state of one of the interviewed 

participants from a European background in this study, who was very disappointed with the 

present work atmosphere. Signs of anger and willingness to give up were observed in one 

participant from an African background as well. Furthermore, as Stalcup and Pearson (2001) 

also discussed, there are other reasons for turnover in hospitality that were witnessed by the 

perceptions of associates in the present case study: problematic personal relationships with 

peers; undesirable or unethical duties; unfair treatment; economic uncertainty; interference of 

job requirements with personal life; limited career opportunities; and inadequate 

remuneration and benefits, as well as two very popular turnover causes—an “overly harsh” 

management style and the fundamentally profit-oriented company culture. Only one 

participant inferred that the national culture of her director could be the reason for their bad 

communication, as was also suggested by Brownell (1990). 

3) HOs Are Work-Life and Work-Family Balanced  

The findings of this case study demonstrated that the hotel was a very work-life and 

work-family balanced organization. Fourteen participants valued being with their families as 

well as being able to pursue their interests outside of work, and three participants gave 

priority to their work responsibilities. Hotel employees felt that the task of creating WLB 

conditions depended on people’s personal work ethics. In this respect, the present study did 

not detect that convenient work hours and good physical conditions for work were less 

important (England, 1991). Similarly, the fact that work centrality has slightly declined in the 

USA from 1982 to 1989 (England, 1991) and that the contemporary workforce places less 

emphasis on work (Ruiz-Quintanilla and Wilpert, 1991), in comparison with leisure, family, 



 305

and community, was also seen in the preference of home and family domains by all cultures 

in this study. Asian and Latin-American representatives of the studied organization perceived 

their family relationships to be more valuable than work, just as Hispanic collectivists did in 

Namesivayam and Mount (2004). Only the Baby Boomer generation at this hotel expressed 

the higher work centrality of the past. Also, it was true that a growing number of people 

(from any type of culture) saw the importance of work only in economic terms. Still, like the 

participants of this study, those who stayed to work because of economic reasons preferred to 

earn their living by means of an interesting job, rather than monotonous and routine tasks.  

Furthermore, Thompson, Beuvaiss, and Lyness (1999) found that employees of 

organizations with friendly work-family culture used more of the offered work-family 

balance benefits, had higher affective commitment to the organization, and had fewer 

intentions to leave. The findings of the present study did not measure commitment to the 

organization, but it was visible from the open-ended interviews that 14 of the participants 

loved their organization and were motivated to work in it because they perceived it as WFB-

friendly. There were only two exceptions—a participant who thought that she was being 

ostracized for taking care of a family matter, and an associate who resigned because of the 

job’s time and stress requirements.  

In addition, present results followed Csikszentmihalyi’s (1997) belief that employees 

perceive work not as an isolated act but as an integrated blend of personal interests, family 

life, leisure, and society. Repeatedly, participants expressed that quality of life came mostly 

from friends and family (London, Crandall, & Seals, 1977). Six participants even approved 

of some benefit policies that Bruck et al. (2002) suggested, which helped the family and 

other life components outside of work, things such as flextime, psychological counseling, on-
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site day cares, adaptability training, and self-monitoring. Mulvaney et al. (2007) concluded 

that organizations without WFB policies reported higher WFC (work-family conflict) in their 

employees. As could also be inferred from the response of participants regarding the existing 

WLB, on the background of missing family-oriented guidelines in the studied organization, 

there was a difference between family-friendly culture and family-friendly policies 

(Mulvaney et al., 2007). In addition, higher management (three interviewed members of the 

executive committee) did not see the need for more work-life balance than what was 

currently available. 

Similar to the early research in the industry, findings also talked about hospitality as a 

business that is not very WLB-friendly because of the negative face-time culture, the 

emotional labor features, and the long and irregular business hours that required personal 

sacrifice. Consequently, Schleisinger and Heskett (2000), Brownell (1998), Stalcup and 

Pearson (2001), as well as Mulvaney et al.’s (2007) findings about the industry’s negative 

characteristics were replicated by the results of this study, as witnessed by 10 participants: 

long hours of operation, low wages, and dead-end careers. For example, one participant who 

dreamed about a regular 9–5 job thought that hospitality was a business that limited the 

extent of how people-friendly an organization could be, “unless you turned it into a whole 

different business, only Monday through Friday.” In addition, Macdonald and Sirianni (1996) 

warned against the danger of “inhabiting the job” and of the emotional labor risks in 

hospitality that were reported by four participants (blurring personality, burnout, insincerity, 

etc.). Hochchild (1983) suggested a way to decrease the negative experience through less 

emotional management, i.e., giving employees more flexibility, more autonomy, and fewer 
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restrictions in their interaction with the clients. This was a preference that all participants in 

this study expressed as well.  

4) HOs Are Involved in the Community and Are Socially Responsible  

A community-oriented culture was necessary for the HO as discussed by Chalofsky 

(2008). Thus, according to all data sources in this study, findings revealed that the 

organization was most certainly pronounced as a leader in community involvement and 

community service efforts. Five participants encouraged pure volunteering efforts without 

the expectation of return. Participants with an Asian background supported but did not find 

time to participate in community-related efforts, on account of the importance they placed on 

their in-group (family and friends) responsibilities. Furthermore, Chalofsky and Krishna 

(2009) reasoned that “as work has become separated from the community and life, it has lost 

its original sense of meaning as an integral aspect of human existence” (p. 3). The latter was 

witnessed by the findings of this study, which demonstrated a decreased importance of work 

in people’s lives. Moreover, according to this study, the HO was a place that did not harm 

other companies, communities, or people. 

5) HOs Are Diverse and Tolerant to Diversity  

With respect to the diversity feature of HOs discovered in this study, 15 participants 

agreed that the studied organization was friendly toward the variety of national cultures 

represented in it. Interestingly enough, only two participants mentioned the cultural diversity 

of the customer and the cultural awareness practices of the organization in relation to serving 

different guests. Four participants added that balancing the variety of customs, traditions, and 

values is a challenge for hospitality managers (Quek, 1997). Five participants stressed the 

importance of effective diversity management (Kim, 2006). According to D’Annunzio-Green 
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(2002) and four participants from this study, in order to be managed effectively, cultural 

differences need to be studied. Finally, it was concluded that this organization needs a 

culturally informed management, training, and development of associates for the future. 

6) HOs Provide Sources of Meaningfulness   

Chalofsky (2003a) described the meaningful workplace as “creating empowering 

work at the individual level and building caring organizations at the organizational level” (p. 

483). Chalofsky’s (2003) dimensions of the meaning of work were replicated as a true 

description of the meaningful workplace according to this study’s participant perspectives: 

Sense of Self (SOS – what one brings to his workplace), the Work Itself (WIS – includes 

challenge, creativity, learning, continuous growth, purpose, autonomy, and empowerment), 

and Sense of Balance (SOB – balance between work and self, balance between self and 

others). Kuchinke et al. (2004) commented that Chalofsky’s model is in exact 

correspondence with the American meaning of work. The present study found the model’s 

three dimensions (SOS, WIS, and SOB) present even in the description of the six other 

cultures. This case study also followed Chalofsky’s (2003a) directions for future research to 

examine even further the components of meaningful work and to find organizations that were 

actual examples of meaningful workplaces. 

Furthermore, current findings revealed that all participants were of the opinion that 

meaning comes from the friendliness of the social environment created at that workplace, not 

from constraints and controls as England (1991) said. Eleven participants expressed their 

feelings in alignment with Turner’s (2005) findings that helping others was a source of 

meaningfulness. Additionally, four participants agreed with Cleveland, O’Neill et al. (in 
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press) that coworker support and friendship networks are factors determining workplace 

support for hospitality professionals. 

Findings also illustrated how all participants agreed that the meaningfulness of their 

workplace comes from the level of enjoyment of their work and the pride in the product. The 

most popular meaning of work among participants was the humanistic belief system (work 

leads to fulfillment of people as human beings) and the leisure ethic (leisure and family 

activities outside of work are crucial to human fulfillment) that Buchholz (1977) discussed. 

The feeling that arose from this study was that most American participants preferred the 

conventional interpretation of the Protestant work ethic and were not ready to equate the 

benefits of work to the benefits of leisure, as Friedman and Havighurst (1954) did. That was 

so with a pronounced age difference dependency, as was observed with four participants in 

this study. In addition, as was previously mentioned by Kuchinke et al. (2004), the American 

worker still identified through work, which was seen in the beliefs of four participants. 

However, the new generation of American workers represented in this study did not see 

themselves to be as devoted to work. Like three of the participants, Vallas (1990) talked 

about the phenomenon of  “double lives” that the generation of new workers led by having 

other areas of life be more important than work, by not identifying work as a calling, and by 

staying detached from their organizations. Furthermore, Chalofsky and Krishna (2009) called 

meaningful work intrinsic motivation and made a distinction between meaning of work (the 

intrinsic motivation by the work itself) and meaning at work (the contextual dimensions of 

motivation―workplace culture) through the concepts of commitment and engagement, 

respectively. In this relation, six participants agreed with Turner (2005) that sources of 

meaningfulness were the variety and challenge of the work itself. As per Triandis (1991) and 
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Vallas (1990), the characteristics of work itself contribute to the satisfaction of people from 

different cultures, as was observed in this study as well. Moreover, all data sources expressed 

agreement in the pride and appreciation of the organization’s products—the quality of service 

provided to the guest and the hotel’s recognition as the best in the immediate geographic area 

of the studied case. However, just as Bai, Brewer, Sammons, and Swerdlow (2006) 

suggested, this case study found that most higher managers and older generations of workers 

were committed to the company.  

Present results also differed from Csikszentmihalyi’s (1997) feeling that emotional 

happiness at work was more important than material security. Findings concurred with 

England and Whiteley’s (1990) classification, as well as Kuchinke et al.’s (2004) reasoning, 

that the American worker is a high-rights and duty-economic worker. Furthermore, five 

participants repeated London, Crandall, and Seals’ (1977) thoughts that some of the most 

relevant factors contributing to the quality of life are “good pay,” “good opportunity for 

upgrading or promotion” (England, 1991), the job itself, and job security. These statements 

were congruent with this study’s findings that were expressed in the preferences of 

participants for higher pay, bonuses, as well as a better benefit structure. 

In addition, growing up in the organizational levels was important to participants 

from different cultural backgrounds in this study. By receiving various promotional 

opportunities in their company, six participants refuted Demody and Holloway’s (1998) 

observation that the hospitality industry disillusioned many young professionals with the 

slow career growth paths it presented. Moreover, all interview results revealed the 

importance of self and of self-expression at work through any form of spirituality: through 

autonomy to be one’s unique self, through freedom to contribute to the common goal with 
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one’s personal characteristics, or through the ability to perform personal tasks during work 

time. Similarly, Chalofsky and Krishna (2009) spoke of the “new type of employees,” who 

preferred to work at “socially responsible, ethically driven organizations that allow the whole 

self to be brought to work” (p. 5). These thoughts were also found in the views of eight 

participants. According to one participant, for example, the ideal workplace was a place that 

lets people find themselves and do whatever they feel a calling to do. Or as a different 

American participant said, this was “somewhere where you feel like you can be yourself and 

you feel free and open, and you’re challenged.”  

Humane Features of the Studied Organization, According to Chalofsky’s Framework 

Chalofsky’s (2008) conclusions were considered the backbone of the definition of the 

humane organization and were used in constructing the main interview guide of this study. 

Thus, based on the findings from all data sources, it was concluded that being a humane 

organization is the desirable state of every employer and that the studied hotel is as close as 

currently possible to being a humane organization. Becoming an HO is a continuous process 

of learning and practice involving the acquisition of specific features. This hotel’s human 

resources policies and practices are successfully oriented toward the achievement of this 

goal. From all interviewed multicultural employees, the opinion of one American 

representative could be said to reflect the last statements best. That person sincerely believed 

that the organization he currently worked for had humane characteristics. However, he also 

thought that there was always room for improvement. The existence of several humane 

characteristics did not mean a humane organization.  

According to Chalofsky’s four results, the studied hotel was: (1) a workplace that 

lived a value-based culture with alignment between the organizational mission and its 
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commitment to employees, customers, suppliers, the community, and diversity; (2) a 

workplace that cared about employees, with management committed to work-life that 

provided a supportive environment for them (with the exception of several leadership 

features that were indicated as negative by the participants of this study); this hotel did not 

ensure sufficient monetary incentives, but provided a variety of intrinsic motivation ideas; (3) 

a workplace that cared about the organizational mission and was committed to the highest 

quality of services, and to empowerment (with several exceptions reported by participants), 

integrity, intrinsic motivation, the community, and society at large; and (4) a workplace 

committed to work, play, and community involvement that had employees who find their 

work to be meaningful, who believe in the mission of the organization, who enjoy socializing 

with colleagues, and who are supported by management (with two reported examples of lack 

of management support).  

Conclusion 2: The Findings Support the Consideration of Two Additional 

Characteristics of the HO That Expand Chalofsky’s (2008) Framework 

In addition, the results of this study revealed the following two new characteristics of 

the humane organization, which expand Chalofsky’s four findings discussed previously: (1) 

HOs are cognizant and understanding of individuals as human beings not just as employees; 

(2) HOs exist in a help-oriented and service-driven organizational culture such as hospitality. 

1) HOs Need to Be More Cognizant and Understanding of Individuals as Human Beings 

According to this case study, employers can create an HHO only if they demonstrate 

an understanding for individuals, for their cultural background, personal experiences, and 

personality characteristics. Only by knowing individuals as human beings, can employers 

trust, understand, and take into consideration the opinions of their employees. One 
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participant from an European origin thought that personalization at work was as big as 

professionalism. One American participant also perceived bringing the genuine image of his 

unique personality to work as the key for successful hospitality. Still another American 

respondent said that an HO was where employees were not just treated as another number. If 

people were not valued they would not invest passion into their actions, which would be a 

tremendous loss for hospitality because then there would be no personalities at work. 

In the HO the focus is to make people happy because of their identity as humans and 

not because of their identity as producers. In his written reflection, one respondent attested to 

this with his opinion that all associates, including managers, have the need to be appreciated 

as people, not just means to an end in “the rat race of making more money.” This belief was 

also obvious in the assertion of a different American participant that in order to be able to see 

a worker as a person, humane organizations should not be primarily money-focused. As 

quoted earlier, one participant wanted his company to know what it takes to make him happy 

just as he knew what it takes to make them happy. In his reflection, he also expressed that in 

order for something to be “humane” it should be human first, whereas organizations are of 

course never human but in the best scenario are composed of genuine people. This employee 

thought that a good workplace was “in the eyes of the beholder,” for which reason 

organizations should know at all times what makes employees happy to be there: “I just said 

the ideal workplace would be the one that is accepted or well-liked by the person judging it. 

It changes for everyone.” 

2) According to This Case, an HO Can Easily Exist in a Help-Oriented and Service-Driven 

Organizational Culture Such as Hospitality 
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 All sources of data agreed that in its nature the hospitality industry is meant to be a 

humane workplace with the purpose of welcoming, regarding, and serving other people until 

satisfaction is achieved. In hospitality, the HO should follow its mission statement—to serve 

internal and external guests and the public. This is one of the newly discovered features of 

the HO – that service-oriented organizational cultures, like the studied one, predispose the 

existence of the HO. The spirit to serve and help could be an applicable feature of other 

organizations in different industries in their endeavors to be humane. 

Furthermore, according to this case study, the hospitality organization is a helping 

organization, in which employees should also contribute to the creation and maintenance of 

an HO. One American participant concurred that a workplace looks and feels the way one 

makes it to be. People need to be positive in order to experience it: “If you never try to be 

positive about work or about what you do, you will never truly see the meaning in your 

work.” Lazy and complaining people create bad organizations: “But if you have good people 

with good attitude towards the work you will have a good organization.” One participant 

from Latin America saw her personal contribution to making an HO as giving her best in 

service and staying committed. In addition, one American participant reflected that working 

at what one loves makes the best employee and the most humane workplace. In this sense, 

the humane behavior is a code of ethics. An organization is as humane as the people that 

work there. One participant even concluded that it is people’s moral obligation to make work 

enjoyable because of the fact that it represents 70–80% of their “awake time.” Associates 

contribute to the quality of the organization by their ethical responsibility to always work at 

what they enjoy doing. In the case of hospitality, associates enjoy helping and serving others. 
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Thus, in relation to the two newly discovered potential characteristic of the HO: (1) 

this hotel’s higher management (especially in the face of the previous general manager) 

demonstrated genuine care for employees as individuals and was always interested in their 

personal situations, family lives, experiences, and feelings; and (2) this hotel also had a help-

oriented and service-driven organizational culture that was nurtured by the personal 

characteristics and values of employees. 

Conclusion 3: More Similarities Than Differences Exist Among Participants of Different 

National Cultures in Terms of Their Perceptions of This Hotel as Far as the HO 

Participants from different cultural backgrounds believed that organizations are as 

humane as the people who work in them. They shared how an important quality of the HO is 

to treat its employees with a personable and unique approach. Most American respondents 

expressed concern over too much humane treatment of employees at the workplace. 

However, all national cultures emphasized the need of balance between organizational 

objectives and personal goals.  

Furthermore, Triandis’ (1995a) statement that cultural differences are not absolute 

and oppositional, but rather complementary of each other, was supported by the similarity of 

perceptions that different cultural representatives expressed in the study. In this hotel, older 

respondents were more typical representatives of their culture, as Triandis (1991) said, but as 

a whole the cultural differences between participants blurred in the expression of their 

workplace-related needs. However, respondents’ feelings, manners, interpretations, and 

actions remained different. The examples from this case study are numerous.  

The need for an understanding, delegating, respectful, and knowledgeable supervisor 

was shared among participants from different cultures. All participants needed a positive 



 316

work environment with an emphasis on balance between organizational interests and 

personal ones. Work-life balance was important for all cultural representatives. There was 

not a lot of difference observed in the family attitudes of American participants and 

participants from other national backgrounds, but the family carried a specific self-sacrificial 

meaning mostly to the East-Asian participants, whose culture was considered traditionally 

collectivistic. All participants valued a positive social atmosphere at work equally, and found 

friendly relationships with colleagues important. Everyone wished to be empowered, to be 

presented with growth and developmental opportunities, to be free to share opinions, and to 

be creative. Two representatives, who were also the only two participants with an Asian 

background, expressed dutifulness and readiness to serve their managers in spite of their 

obvious mistakes, which was not a popular attitude among other participants. Participants 

from all cultural backgrounds wanted increase of salary and benefits; however, the motive of 

the East-Asian and South-American participants was the family (self-sacrificial and group-

oriented motivation). Community involvement initiatives were supported by everyone, with 

an observed decrease of participation and personal involvement from those participants 

whose cultures were traditionally considered collectivistic by the literature: from East-Asia, 

Southern Europe, South America, and Africa. The characteristics of the HO mentioned by all 

cultural representatives were similar, with the exception of structure, accountability, and 

regulations preferred by participants with several generations of American background. 

Furthermore, the main finding of Archivilli’s (2005) study about the meaning of work 

in Russia (a collectivistic culture) was comparable to that in Western countries, and 

specifically that spending time with the family was the most important life role, followed by 

work and leisure. This finding also confirmed the present study’s conclusion number three 
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that there was not a substantial difference between the life priorities and work-related needs 

of participants with different cultural backgrounds. According to Milliken and Martins 

(1996), the organizational context might influence the way cultural differences are noticed 

and reacted to, which was also a recommendation for future exploration made by this study.  

In addition, as influenced by the classification of cultures of the GLOBE’s research 

project (Jovidan et al., 2006), this study assumed that the humane orientation was another 

characteristic of national cultures. More specifically, based on the opinions of participants, 

this study sided with the conclusion that cultures traditionally considered individualistic by 

the literature are more materialistic and  less humane – i.e., “being fair, altruistic, generous, 

caring, and kind to others” (Jovidan et al., 2006, p. 69). On the other hand, as Bruck et al. 

(2002) said, certain types of cultures could be more prone to experiencing WFC (work-

family conflict) than others. In this study, Asian and South-American cultural backgrounds 

had a higher WFC than cultures with higher independence, as also observed in Godbey & 

Crawford, 1987; Mulvaney et al., 2007; Namesivayam & Mount, 2004; and Triandis et al. 

1990. Cultures considered collectivistic by the literature perceived the family as a part of 

their collective in-group and valued closeness with the family more than status, professional 

success, and remuneration (Triandis et al., 1990). In this study, participants who were from 

cultural backgrounds other than American also exhibited the above values, as observed in 

personal conversations with the researcher as well as during their interviews. For example, at 

the time of his personal interview one participant with European upbringing and North 

African origin demonstrated mostly collectivistic cultural features (as in the reviewed cross-

cultural literature) in his comments that materialism is not everything and that the European 

social system is more humane than the predominantly work-oriented worldview in the United 
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States. Similarly, the participant with a Middle Eastern origin and South American 

upbringing exhibited mostly collectivistic features during the interview by declaring the 

family his priority; by being more conforming to others and less competitive; and by 

differentiating himself from “you Americans” and the materialistic worldview. On the other 

hand, American participants were vocal about their career growth aspirations and did not 

hide their salary-increase preferences; but they also expressed approval for family-oriented 

benefits and personal flexibility at the workplace that allowed quality of life and work-life 

balance. The two participants of Asian background wanted things that Americans and other 

cultural representatives also wanted, but behaved in ways that other cultures rarely did, that 

is, with quietness, reserved politeness, in-group orientation, and duty orientation.  

In this study, representatives from Southern Europe, East Asia, South America, and 

Africa had more group-oriented values (family, colleagues, kids, and others) than did 

American participants. Triandis (1980) discussed how only cultures where group effort was 

required for survival and where resources were insufficient (money, information, status, love) 

were characterized by external locus of control, interdependence, and associative behaviors. 

It is interesting to note in relation to this statement that the participants in the present study 

did not seem lacking in resources, and still, four participants exhibited external locus of 

control, all participants valued team-relations, and three participants approved of personal 

sacrifices for the community.  Conclusively, the message Triandis (2000) conveyed, that all 

individuals possess a different combinations of cultural syndromes resulting in different 

cultural values and behaviors, was communicated in the present study as well. 
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Discussion 

Several topics occurred in the process of data analysis and throughout the conclusion 

phase of this study, which the researcher found relevant and significant in order to be 

mentioned in the following discussion section. 

According to This Case, an HHO Cannot Thrive in a Completely Materialistic Culture of 

Work and Life 

Seven participants from different cultures conveyed skepticism regarding the 

existence of a really humane organization in a materialistic world. The culture of materialism 

was interpreted in the sense of the individualistic national culture of the American society or 

as the for-profit competitive culture of the hospitality industry. One participant from a 

different national culture different than American perceived hospitality’s main purpose to be 

financial “because again it all comes down to financial balance vs. a humane way of doing 

things and if you don’t have the money you can’t have the company, and the employees 

don’t have a company.” Similarly, an American participant thought that hospitality 

organizations (including this one) could not be humane because their bottom line was the 

dollar. Once it was about the money it was less about the people. The main priority had to be 

the well-being of the people: “Profit and loss is not everything people work for, although it 

seems that it is all that employers run a business for. An HO should recognize that profound 

truth. It should recognize people’s preferences for family, religion, hobby, wellness or other 

initiatives as well.” Thus, the reviewed organizational documents and the participating 

associates proposed a culture of balance between materialism and humanism, between work 

and life, between personal goals and organizational goals. 
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This Hotel Depends on Personality-Job and Personality-Organization Fit 

The findings of this case revealed that a positive work environment retained 

associates and made them loyal, but also consisted of balance between business interests and 

personal interests. There was an agreement among the data sources that employees contribute 

to the quality of the workplace, which was one of the new features of the HO discovered in 

this case study. To some extent, that happened through fitting personality and type of work. 

Thus, Chatman’s (1989) congruence interactional model—in which commitment, 

performance, and tenure are individual outcomes of the person-organizational fit (the 

congruence between organizational values and individual values)—was observed in the 

perceptions of eight of the participating hospitality employees. Even higher management 

expressed willingness to see personality-specific and situation-specific HRM approaches. 

The HR director was an advocate of individualized techniques for motivation and/or 

correction of employees: “the way you manage me will be different than the way you 

manage this person.” When personas are liberated to be genuine at the workplace and to 

express their natural inclinations, it is possible for personality to affect job conditions (Kohn, 

1990). 

Furthermore, there could be tasks that might not lead to rewards, nor are they 

pleasant, but which could still be meaningful to the individual. Shamir (1991) recommended 

theories that explained individual sacrifices for the collective and could account for the role 

of values and moral obligations. He recommended a self-concept-based theory as a better fit 

for cross-cultural employee motivation. In this line of thought, there were three 

representatives that expressed an intrinsically motivating task such as sacrificing themselves 

for their staff and for the interests of the hotel. In addition, findings also concurred with 
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Csikszentmihalyi’s (1997) statement that a happy personality disposition is in the basis of the 

quality of work and life. Seven participants thought that even with the best organizational 

effort, an unhappy person could never be satisfied. Besides the company, individual 

associates also had the responsibility to contribute to the creation of a friendly workplace. 

Thus, Shamir (1991) confirmed one of the results of this case study, that the quality of the 

workplace is not a factor only of organizational and management efforts: 

Our theoretical propositions imply that, in contrast with the illusion reinforced by 
current motivation theories, a great deal of employee motivation may not be under 
managers’ immediate control. This is because the meanings of organizations, jobs, 
products, clients, and behavior for workers reflect social judgments and social values 
that originate, at least in part, outside the organizational system. (p. 420) 

 

Cultural Differences Might Assimilate in the Strong Brand Cultures of Hospitality 

Organizations 

 A comparison of the perceptions of hospitality employees in different positions at the 

studied hotel demonstrated little to no differences traceable to cultural background. As an 

explanation, one participant shared his opinion that to a certain degree everyone had to 

assimilate into the nature of the business. He saw that assimilating was the only way to 

succeed in the effort of satisfying customers’ needs. In particular, because customers were so 

dissimilar, he thought it rather impossible not to, since to be “dealing with so many different 

people and cultures that come in as guests…you sort of have to assimilate.” In addition, Mok 

(2002) supported this participant’s outlook that the socialization and brand trainings create 

uniformity and delete some specifics of the employee culture. If the tendency for 

organizations to press new employees to assimilate with the existing organizational culture 

continues, employees with different cultural norms might feel distant, and leave, warned Kim 

(2006).  
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Recommendations 

Recommendations for Future Research 

This study contributed to the practical knowledge of contemporary hospitality 

workers concerning the edification and maintenance of their primary residence ― the 

workplace. Furthermore, the study served to enrich the body of knowledge concerning the 

humane organization and some of its building blocks in hospitality for-profit America. It also 

provided information about the nature of the workplace experience from the viewpoint of 

full-service hotel workers with different cultural backgrounds. Further research is needed to 

provide continuation of this study’s trends in other industries of the contemporary American 

and/or global world economy. Translating this research design to other national backgrounds 

(in different host countries besides the United States), to other industries besides hospitality, 

and to other organizations’ employee perceptions about the HO is strongly encouraged. 

Recommendation One: Explore the HO Concept in a Larger Variety of Diversified 

Organizations 

The research of the HO concept in a more culturally diverse organization with a 

larger nationality representation is recommended. Future research for improvement and 

practical application of the culturally informed model of the HHO, presented earlier in Figure 

6, is also suggested. The model could be tested in organizations with a different purpose, 

employee composition, and geographic location. 

The results of this study strengthen the support of the existing literature in the search 

for meaningful workplaces in various national cultures. Here, cultural backgrounds were only 

explored on an individual employee level, recommending a future research endeavor in 

different nations. New cultural studies regarding the actual state of national cultural profiles 
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could be undertaken in different countries to explore the influence of globalization and 

intercultural exchange. Furthermore, other demographic characteristics besides culture that 

are forming, shaping, and preserving human identity might be included in assessing people’s 

perceptions about the humane organization. An example is the influence of age on certain 

values and work beliefs that was observed in this case study. In this relation, Triandis (1995) 

reminds us that there are other factors that increase a person’s tendency toward 

individualistic or collectivistic cultural values: age, social class, child rearing, travel patterns, 

education, and occupation. One of the limitations of this study was that it did not take into 

consideration other factors influencing the perception of the HO: the same cultural 

background, common goals, belonging to the same team, cooperative tasks within the in-

group, the situation, the type of task, and focusing a person on what makes him or her 

different (Triandis, 2000). 

Recommendation Two: Explore Other Industries and Brand Cultures 

This study chose one full-service major brand hotel in the US as the background of 

research. Other types (select-service, extended-stay, and full-service luxury hotels and 

resorts) and brands of hospitality properties will provide further insights into the relationship 

of the studied concepts. In addition, it would be useful to explore other sectors of the 

economy such as government and non-profit-oriented entities with different organizational 

structure and culture. A deeper analysis of the influence of organizational culture on 

employees’ perceptions and wishes regarding their workplaces would be insightful. In that 

relation, studying company brand cultures in hospitality or different industries would provide 

a comparison point between associates’ cultural values and the brand influence.  
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In this case study the brand standards and regulations of the hospitality industry 

affected employees’ perceptions, behaviors, learning, and development patterns. Mosley 

(2007) confirmed how successful service companies stress the role of organizational culture 

in promoting on-brand customer service behaviors. He added that the mechanisms for 

shaping an on-brand culture (such as internal marketing and internal branding) have typically 

relied on communications-led approaches to sustain a lasting effect. However, the new 

discipline of employer brand management takes a more holistic approach to shaping the 

culture of the organization by seeking to ensure that every people management touch-point is 

aligned with the brand of the organization. According to this discipline, the authentic and 

natural customer service depends on embedding the brand values in the total employee 

experience. 

Recommendation Three: Explore the Interaction Among Organizational Culture, Humane 

Organization, and National Culture 

This study did not attend to the research studying the interrelationship between 

organizational culture and national culture. Thus, it recommends the exploration of the 

association between organizational culture, the characteristics of the HO (as described by 

Chalofsky, 2008, and by this case study), and national cultural differences. How does the 

culture (the common programming of the mind) of one organization influence the 

relationship between the two studied constructs— humane organization and multicultural 

perspectives? In other words, would a bureaucratic or an autocratic type of organization 

witness the same results as observed in the liberal culture of the studied company? It is 

possible that in a more restrictive organizational culture different national cultures would 
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express their features to a different extent and that employees would exhibit different needs 

and wishes regarding their ideal workplace.  

Recommendation Four: Explore the Impact of the HO Features on Satisfaction 

The results of this study set forth a future direction to the search for meaningfulness 

in life and satisfaction at work through the quality perspectives of the participating 

hospitality professionals. The meaningful workplace is a function not only between the work 

itself and what it means for the employee, but also between the self and its identity 

expression through work, as well as the balance between work and life. Meaning is shaped 

by the mission and vision of the company as well as by the company’s values and actions on 

behalf of the employee.  

Future research is suggested that will apply humane organizational features (as 

described by this study) to the work atmosphere of pronouncedly different cultural groups. 

The results of the happiness, satisfaction, and commitment of a diverse pool of employees, as 

well as overall organizational success, need to be evaluated. For example, how would 

employees from different national cultures feel and behave in a work ambience where all the 

features they perceive as germane to a humane organization were present? What would be 

the success indicators of an organization where employees were satisfied with the existing 

level of humane orientation? 

Recommendation Five: Future Studies’ Designs 

Longitudinal case study designs, multiple-case study designs, and quantitative larger-

scale research designs might be more suitable for the exploration of the humane organization 

phenomenon. More observational methods could be used at participants’ workplaces that are 

unobtrusive to the business environment and to participants’ interactions with guests, peers, 
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management, and researchers. A real-time operations research for service industries (research 

conducted during the actual operation of the business) is recommended for greater precision 

and detailed insights. A diary method of recording participants’ feelings before and after 

customer interaction, as well as during scheduled organizational and department activities 

such as trainings, orientations, and meetings, would provide a deeper, more thorough, and 

possibly less biased perspective. A multinational quantitative or mixed-methods research in 

different organizational types might test more accurately the features of the HO confirmed 

and discovered here. 

Recommendations for Practical Application 

This study contributed quality information and knowledge about the emotional and 

moral condition of part of the contemporary workforce in the United States―the case of one 

full-service luxury brand hotel in a major metropolitan area. The study is the first in the 

hospitality industry to discuss the meaningful workplace and the existence of the HO. It is 

also the first empirical research attempting to find examples of actual workplaces that are 

humane organizations. Furthermore, this study provided a deeper insight into the reasons 

behind the concern of contemporary practitioners, such as Kaye and Jordan-Evans (2007), 

over the “unhappy worker.” The study also witnessed two sub-cases of the “unhappy worker” 

in the present hotel, which was generally concluded to be an organization with all the 

necessary preconditions of being a humane organization (HO). The results of this study could 

be used by practitioners to decrease the misalignment and misconceptions between employee 

expectations and the organizational reality. Using the specific examples of the present case 

study, employees may now learn what factors shape the viewpoint of their colleagues in 

various positions throughout the organization. In addition, organizational leaders will know 
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what inspires the culturally diverse American employee for work. As a result of this study, it 

is recommended that organizations strategically revisit their missions, values, formal and 

informal structures of operation, existing intraorganizational rules, policies, and guidelines 

concerning the human factor—employees. 

Recommendation One: Create Flexible Schedules and WFB Policies 

This study joined Ruiz-Quintanilla and Wilpert (1991) in suggesting a more flexible 

model of shift scheduling and considering the growing value of personal time outside of 

work. All participants expressed a high need for more vacation time and other WLB-friendly 

benefits from their organization. Following Thomson et al.’s (1999) suggestions, hospitality 

organizations need to explore the necessity of work-family balance in greater detail and in 

terms of the specific benefits people need. Consequently, work schedules could be made 30 

hours per week with the added flexibility of 10-hour-long shifts for 3 days or 5-hour-long 

shifts for 6 days of the week. In similar conditions, there will emerge a new form of job 

sharing that could increase the importance of personalized management in organizations. 

However, whereas the participants in this study would prefer more flexible schedules, it 

should be noted that the nature of the hospitality industry would make this objective difficult 

to achieve. Thus, hotel managers are advised to make every effort to explore ways of 

addressing these needs. 

Furthermore, organizations could aspire to find out which type of employees 

influence the organization’s WFB decisions more—management or line-level associates? 

Companies also need to know how to develop a line-of-work and a department-adjustable 

scale of the applicable solutions. In addition, hospitality organizations need to establish more 

WFB policies in order to reduce WFC (Mulvaney et al., 2007). These HR tools (flextime and 
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WFB policies) will also contribute to motivation, engagement, and thus lead to the increase 

of development opportunities of hospitality associates.  

Recommendation Two: Exhibit Social Responsibility  

Following Chalofsky (2008) and Chalofsky et al. (2003), this study’s findings 

recommend the creation and application of organizational policies and practices concerning 

social responsibility (environmental concern), philanthropy (work-life balance), and 

community service. Advised is the creation of employee councils at all levels of the 

organization, where associate opinions will be regularly brought to the attention of human 

resources departments, which in turn will be responsible for the implementation of 

suggestions and the measurement of their financial and moral impacts. Such socially 

responsible steps will create more spiritually healthy and happy people whose work product 

will flow back for the good of the community. 

Recommendation Three: Broaden the Cultural Horizon  

On an individual level, employees are encouraged to interact and collaborate with a 

larger variety of people at the workplace (if personality compatibility permits) for a more 

personal understanding of each and everyone’s needs and perceptions about the surrounding 

world (including the workplace). HR departments could contribute with organized events and 

diversity celebrations around the holidays of each represented nationality. Employee 

committees from each culture could be encouraged to meet regularly and contribute with 

information and activities. In this regard, the present study revealed the point of view of 

employees with different nationalities and cultural backgrounds, and could thus equip people 

in the studied organization to tolerate and better understand each other’s ways of prioritizing 

values. In addition, a humane hospitality organization like this one should strive for 
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awareness, respect, and preservation of the cultural differences, not only in its employees but 

also in its guests. 

Recommendation Four: Provide Personal Contribution Training 

The study suggests that companies help people discover for themselves how they can 

contribute (with an attitude, behavior, or action) to the creation and upkeep of the HO. As 

was also shared by participants, people have not been taught to think in terms of what the 

organization and the individual can bring to the table to make the workplace a mutually 

beneficial environment. Companies may contribute to the change of the organizational 

language to incorporate such terminology as reflects the humane features of the enterprise 

that bring meaning to the individual. In addition, organizations could contribute by providing 

training and coaching sessions regarding the possible roles of employees and employers for 

developing a humane organization. Coaching could serve in helping individuals conduct 

internal dialogues in the search for personal insights of meaning and the meaningful 

workplace experience. Furthermore, organizational HRD professionals could facilitate 

forums for building awareness and for further exploration of employees’ different life-roles 

needs. Organizations and their employees need to build a common vocabulary about what is 

meaningful and humane in their daily operations. 

Recommendation Five: Update Recruitment and Selection Procedures 

The detailed narratives of feelings and perceptions, presented by the participants of 

this study, richly inform the recruitment, selection, orientation, training, and motivation 

efforts of human resources management and human and organizational development. Unlike 

Gayle’s (1997) expectations that the contemporary incentive approach will not involve as 

much monetary means, this study encountered the opposite. All participants expressed a 
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preference for, although not all of them placed higher priority on, the increase of salaries, 

wages, bonus systems, and other material rewards. In addition, this study provided more light 

in support of the person-organizational (person-position) fit for the explored line of work—

the hospitality business. The company’s mission should coincide with its people’s individual 

characteristics and goals. Organizations should recruit the proper set of personalities in order 

to achieve their missions. According to this study, there are benefits in discovering what 

people value in their workplace for the purpose of their edification as good workers, their 

individual satisfaction, and the creation of prosperous HOs that will take care of all 

stakeholders.  

This study recommends personality-job fit recruitment in the hospitality business, 

which echoes Macdonald and Sirianni (1996) as well as Glynn and Barnes’ (1995) findings. 

It recommends the revision of organizational recruitment and selection procedures to match 

organizational features and job responsibilities with candidates’ personality characteristics 

and learning interests. In accordance with this method, hiring procedures should be based on 

an established genuine connection between personality and organizational aspirations, which 

might eventually lead to the formation of necessary skill levels. This tactic is also culturally 

determined, because not every culture can perform the act of unconditional serving with the 

smile, emotionality, genuine interaction, and high contact that participants talked about. As 

Chappel (2002) said, high-context-culture guests, for example, would not engage in an 

informal type of service by low-context-culture employees. Furthermore, the consideration of 

employment candidates as an amalgam of life roles (family, leisure, education, personal 

development, and community; present, past, and future experiences), discussed by Borman 
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and Henderson (2001), could be a more successful method of selection than the conventional 

one of matching skills with position requirements. 

Anticipated difficulties in the implementation of the above-suggested 10 

recommendations, for both research and practice, would be the national government policies 

of the countries where research will be conducted, the particularities of the industry, the 

features of the type and brand of the studied organization, and the existence of distinct 

national cultural types among participants. 

Summary 

It is the responsibility of every citizen of society to contribute to the creation and 

development of institutions (family, school, church, and work) where people are treated 

humanly and their personal needs and valuable feelings are valued. Speaking of humane 

treatment in life and at work, there is a belief that humanity is unique because of people’s 

ability to feel love and give love. Unconditional love for people and people’s edifying work 

activities is the key to creating a humane organization that has no other purpose in its 

existence but to provide, share, help, sacrifice for, and love others. If everyone follows the 

basic rules of love, every bit of society, including the workplace, will become more humane.  

Love is patient, love is kind. It is not jealous, (love) is not pompous, it is not inflated, 
it is not rude, it does not seek its own interests, it is not quick-tempered, it does not 
brood over injury, it does not rejoice over wrongdoing but rejoices with the truth. It 
bears all things, believes all things, hopes all things, endures all things. Love never 
fails. (New Testament, I Corinthians, 13:4-8) 
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APPENDIX A: 
 

CALL FOR PARTICIPATION 
 
Dear [Name]: 
 
I am a doctoral student at the George Washington University, from the Graduate School of 
Education and Human Development. Currently, I am in the process of conducting a research 
for my dissertation entitled: “The perceptions of employees from diverse national cultures in 
a meaningful hospitality workplace regarding the humane organization”. I address you with 
this letter in order to briefly explain the purpose of my study and ask for your interest in 
participating in it as a respondent. 
 
The goal of my study is to explore the way hospitality management and supervisory level 
employees from different national cultures perceive the humane organization. By “the 
humane organization” I mean an employee-friendly organization that provides a meaningful 
workplace to its employees by cherishing the human in the center of its value system, 
policies, and programs. This concept is not well established in the reviewed literature as a 
result of which the present study aims at adding to the existing body of knowledge by 
defining it. 
 
In the process of my research, I will be talking to hospitality employees about the way they 
see a humane organization, about the way they perceive their own organization, and about 
their values and beliefs regarding what makes a meaningful workplace. Participants’ cultural 
belonging will be very important to determine for the purposes of this study, since cultural 
differences are considered essential in shaping peoples’ perceptions. 
 
With this research, I am kindly asking for your commitment and time in contributing to the 
above stated purpose. I will ask you to complete a written reflection regarding your previous 
experiences and thoughts about the humane organization and the meaningful workplace, 
which will be a free format of committing yourself to the desired level of reflection and 
thought. Following, I will request the participation of purposefully sleeted number of you in a 
one-hour personal interview. Finally, after the analysis of your interview and personal 
reflections I will ask your feedback in order to ensure that I accurately understand your 
responses. In total, I anticipate approximately 4 hours of your time at your convenience over 
a two-month span starting February 28, 2008 until May 3, 2008. 
 
Thank you in advance for considering being involved in my study. This is an exciting topic 
for me and I would value your honest and voluntary opinion immensely. Thus, if you are 
interested to contribute, please respond to this letter and I will follow-up with you regarding 
you interest. 



 349

 
In the meantime, if you would like to contact me, please do not hesitate to do so at: 
dimitrov@gwu.edu or 703-850-9344. 
 
 
Sincerely, 
Danielle Dimitrov 
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APPENDIX B: 
 

PARTICIPANT CONFIRMATION 
 
Dear [Name]: 
 
Thank you for agreeing to be involved in my study. I greatly appreciate your time and 
commitment.  
 
Currently, I have attached two documents for your perusal. One is a work description of the 
two main concepts involved in this study (meaningful workplace and a humane organization) 
that may be useful for your consideration. The second one is a George Washington 
University form, called a Protocol Summary, which is sent to you for information purposes 
only describing the study in a language used by the university. 
 
Very shortly, I will provide you with the cultural questionnaire described to you earlier, as 
well as a short demographic survey. You will have the option of completing a paper version 
that will be attached in an e-mail to you from myself (the primary researcher) or you could 
complete it on-line going to a secure website link that will be e-mailed to you as well. The 
paper versions of your survey and demographic information will be either handed to the 
researcher (myself) personally or mailed with a provided stamped and pre addressed 
envelope which you should not self-address. Following your completion of this questionnaire 
and receiving your signature in the informed consents, I will provide you with guidance 
regarding the written reflections I am asking you to complete. The one-hour interview will be 
scheduled according to your availability after you have completed the written reflections and 
signed the informed consent. 
 
Once again, thank you for your invaluable participation. I am looking forward to working 
with you on this interesting and useful topic. In the meantime, if you would like to contact 
me please do not hesitate to do so at: dimitrov@gwu.edu and 703-850-9344. 
 
Sincerely, 
 
Danielle Dimitrov 
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APPENDIX C: 
 

WORK DESCRIPTIONS OF CONCEPTS 
 
In order to help you reflect on the main concepts presented in this study as well as to provide 
an overview regarding the content of the interview, you may consider the following 
descriptions helpful. 
 
Meaningful Work Description 

The present study will concur with the exact definition of meaning in work or 
meaningful work that Chalofsky (2003a) gave: “It is the way we express the meaning and 
purpose of our lives through the activities (work) that comprise most of our working hours.” 
(p. 73). The model of “integrated wholeness” that Chalofsky (2003a) introduced represents 
the meaning of work as an equation between the sense of self (what one brings to his 
workplace), the work itself (includes challenge, creativity, learning, continuous growth, 
purpose, autonomy, and empowerment), and a sense of balance (balance between work and 
self, balance between self and others). Thus, the conclusion of the author is that: 

Meaning of work is not just about the meaning of the paid work we perform; it is 
about the way we live our lives. It is the alignment of purpose, values, and the 
relationships and activities we pursue in life… It is about integrated wholeness. (p. 
80) 

 

Meaningful Workplace Description 

At this stage of the research, the meaningful workplace will be considered the ideal 
collection of characteristics that makes a working individual feel happy, content, and 
fulfilled. Chalofsky’s (2003) definition is adopted: “Meaning at work implies a relationship 
between the person and the organization or the workplace, in terms of commitment, loyalty, 
and dedication.” (p. 73). Hence, for the purposes of this study, a meaningful workplace is the 
organization or the place of work where one is enabled, encouraged, and supported to 
achieve the state of integrated wholeness (i.e., meaningful work). 
 

Humane Organization Description 

For the purposes of this study and until other definitions are obtained from 
participants’ insights, a humane organization will be considered an employee-friendly 
organization that provides a meaningful workplace to its employees by cherishing the human 
in the center of its value system, policies, and programs. The study will refer to the concept 
of the Humane Organization (Chalofsky, 2008), as well as to Chalofsky et al.’s (2003) 
perspectives concerning the concept of the humane workplace. Chalofsky (2008) were the 
first to name the existence of the Humane Organization concept referring to employee-
friendly companies that place the person in the center of their value systems by providing 
work-life balance policies and programs. The authors mentioned three elements critical to the 
forming of such workplaces: leadership committed-to-people, alignment of values, and 
organizational structure promoting employee ownership and communication. Furthermore, 
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Chalofsky, Brooks, Hatcher, Kuchinke, Lee, and McLagan (2003) contributed to the concept 
of humane workplace from a couple of additional perspectives: critical feminist theory, 
ethics, integrity and social responsibility perspective, radical humanistic, democratic, 
organizational, and humanistic leadership perspectives. According to these authors, the 
humane workplace is “creating empowering work at the individual level and building caring 
organizations at the organizational level” (p. 483).  
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APPENDIX D: 
 

RESEARCH PROTOCOL SUMMARY 

IRB#080712 
 
Title: The perceptions of employees from diverse national cultures in a meaningful 
hospitality workplace regarding the humane organization  
 
Purpose of Study: The purpose of this case study is to explore the way hospitality employees 
from different national cultures in a US-based hotel perceive their workplace to be a humane 
organization as defined by Chalofsky (2008). 

 
Methodology: The present exploratory research will engage in a single embedded case study 
in order to pursue the answers of the research question mentioned earlier. For that purpose, 
the process of data gathering will engage in personal statements, interviews, complete 
observations, and document analysis (Merriam, 1998). The organizational background of this 
research is a hospitality organization with variety of national cultural representation and good 
reputation of its human resources development practices. The targeted population will consist 
of management, supervisory, and professional line level employees from a diverse full-
service major brand hotel facility. A purposeful convenience sampling on the basis of the 
following criteria will be conducted: a minimum of 6 months employment at the full-service 
hotel selected as a location of the study, fluency in the English language, and representation 
of a different national culture. The interviews will be semi-structured consisting of open-
ended questions. Data will be coded using open and theoretical codes (Strauss & Corbin, 
1998). The study will use content and constant comparative analysis in order to link the 
emerging themes. Trustworthiness will be achieved through: triangulation of data sources, 
member check, audit trail, and reflective memos as recommended by: Creswell (2003); 
Merriam (1998), Yin (2002). 
 
Study Population: The population of this study is constituted by the management, 
supervisory, and professional line-level employees at the selected US-based full-service 
hotel. The selection criteria for a purposeful sampling of participants are: 1) to be employees 
of one full-service major brand hotel, 2) to have worked at the selected hotel for at least six 
months and to be fluent in English, and 3) to be representatives of a different national culture. 
Initially, all management, supervisory, and line level employees of the selected hotel (a 
targeted sample size of n>40) will be approached to participate in the study. 12 to 15 
interviewees (Yin, 2002) will be selected as a result of the purposeful convenience sampling 
of those individuals who volunteer, are recommended to the purpose of study based on the 
predetermined criteria, and complete pre-interview written reflections.  
 
Risks Involved: Possible risks and discomforts participants could experience during this 
study include: disclosure of specific demographic information and personal experiences and 
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emotions. Participating in this study poses no risks that are not ordinarily encountered in 
daily life. There are no physical risks associated with this study 
 
Uses of Data: The data collected in this study will be used for completing a doctoral 
dissertation in the Graduate School of Education and Human Development at the George 
Washington University. 
 
Confidentiality and Privacy: Participants’ confidentiality will be handled with utmost care, 
especially as far as their personal demographic information is concerned. Their real names 
will be substituted by pseudonyms. Information revealing their specific national background 
(as relevant to national culture) will be rephrased or used in collective sense only, unless 
permission is granted by participants. Interview protocols, observation diaries, transcribed 
data, and all other documentation will be securely stored in the researcher’s office. 
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APPENDIX E: 
 

WRITTEN REFLECTIONS 
 
The process of writing what one’s deeply held values and beliefs are has a variety of benefits. 
One benefit is that it helps people recall better the details of events and experiences. Another 
benefit is adding a better insight and improved understanding on those events and 
experiences. And still other benefit is getting to know oneself better and allowing oneself the 
luxury in the middle of our intense way of life to stop and consider our purposes, priorities, 
and values. 
 
The following suggestions may help you guide your sequence of thought: 
 
1. Please describe in your words an organization that is humane. 
2. Please describe in your words a humane hospitality organization in specific. 
3. Please describe in your words what makes a meaningful workplace. 
4. Please reflect on whether or not you have experienced working in a humane organization. 
5. Please reflect on any incident in your life when you have experienced meaningful work. 
- What kind of work did you describe – work for pay, leisure, or non-paid work activity? 
- Why was this work meaningful to you? 
6. Please conclude with any additional details, examples, reflections, and suggestions that 
you deem related to the discussed topic. 
 
Directions for Format and Style 
 
In an effort to create a degree of uniformity in each written reflection, please follow the 
following guidelines:  

- Type or write legibly 
- Rite in a discussion versus a bullet format 
- Expand your reflection beyond one page and until you have exhausted your thinking 

on the mentioned experiences. 
- Please return your reflection within one week via e-mail or in a hard copy to the 

researcher. 
 
 
  
 

 
 
 
 
 
 



 356

 
 
 

APPENDIX F: 
 

INFORMED CONSENT FORM 
 

The perceptions of employees from diverse national cultures in a meaningful hospitality 
workplace regarding the humane organization 

 
 
GW IRB number: 080712  

Principal Investigator: Dr. Neal Chalofsky                      Telephone number:  202-994-7188 

Sub-Investigator: Danielle Dimitrov                               Telephone number: 703-850-9344 

 

 

1. INTRODUCTION 
You are invited to participate in a research study under the direction of Dr. Neal Chalofsky of 
the Department of Human and Organizational Learning, George Washington University 
(GWU).  Taking part in this research is entirely voluntary.  
 

2. PURPOSE 
You are being asked to take part in this study because you have worked for this organization 
for at least 6 months, because you are currently in a management, supervisory or professional 
level position, and because of your cultural belonging. 
 

The purpose of this case study is to explore the way hospitality employees from different 
national cultures in a US-based hotel perceive their workplace to be a humane organization 
as defined by Chalofsky (2008). 
 
The research will be conducted at the following location(s): your workplace – the present 
full-service hotel in a major metropolitan city. 
 
A total of 40 participants at only one institution will be asked to take part in this study. You 
will be one of approximately 40 participants to be asked to take part at this location. 
 

3. PROCEDURES 
If you choose to take part in this study, you will participate in: 1) a survey determining the 
type of national culture you belong to, 2) a written reflection, should you be selected to 
continue with the study, 3) a one-on-one interview with the researcher, 4) member check 
during which participants will be consulted to verify data narratives. The following activities 
are specifically research related: analysis and selection of interview participants based on the 
survey results. 
The total amount of time you will spend in connection with this study is between 3 and 4 
hours in the next 2 months according to your schedule. 
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4. POSSIBLE RISKS 
Possible risks and discomforts you could experience during this study include: disclosure of 
specific demographic information and personal experiences and emotions. Participating in 
this study poses no risks that are not ordinarily encountered in daily life. 
 

There are no physical risks associated with this study.  There is, however, the possible risk of 
loss of confidentiality. Every effort will be made to keep your information confidential, 
however, this cannot be guaranteed. Some of the questions we will ask you as part of this 
study may make you feel uncomfortable. You may refuse to answer any of the questions and 
you may take a break at any time during the study. You may stop your participation in this 
study at any time. 
 

5. POSSIBLE BENEFITS 
You will not benefit directly from your participation in the study but your participation is 
essential for the contributions this study will make to science and research in the area of 
Human and Organizational Development.  
 

6. COSTS 
There will be no costs to you for taking part in this study. 
 

7. COMPENSATION 
You will not be paid for taking part in this study. 

 
8. RIGHT TO WITHRAW FROM THE STUDY 

You do not have to participate in this study if you do not want to.  Should you decide to 
participate and later change your mind, you can do so at anytime.  
The investigator can decide to withdraw you from the study at any time. You could be taken 
off the study for reasons related solely to you (for example, not following study-related 
directions from the Investigator) or because the entire study is stopped. 
 

9. PRIVACY OF RESEACRH RECORDS 
If results of this research study are reported in journals or at scientific meetings, the people 
who participated in this study will not be named or identified. GW will not release any 
information about your research involvement without your written permission, unless 
required by law.  
Participants’ confidentiality will be handled with utmost care, especially as far as their 
personal demographic information is concerned. Your real name will be substituted by a 
pseudonym chosen by you. Information revealing your specific national background (as 
relevant to national culture) will be rephrased or used in collective sense only, unless 
permission is granted by you to mention it specifically. Interview protocols, observation 
diaries, transcribed data, and all other documentation will be securely stored in the 
researcher’s office. You may request any specific type of information revealing your identity 
directly to be kept confidential. Examples: department, position title, gender, nationality, etc. 
 

10. PROBLEMS OR QUESTIONS 
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The Office of Human Research of George Washington University, at telephone number (202) 
994-2715, can provide further information about your rights as a research participant. If you 
think you have been harmed in this study, you report this to the Principal Investigator of this 
study.  Further information regarding this study may be obtained by contacting the principal 
investigator in this study Neal Chalofsky at telephone number (202) 994-7188.  
 
*Please keep a copy of this document in case you want to read it again. 
  

 
11. DOCUMENTATION OF INFORMED CONSENT 

 
If you agree to participate in this study, please sign below: 
I understand the information printed on this form. I have discussed this study, its risks and 
potential benefits, and my choices with participation or withdrawal. My questions so far have 
been answered.  My signature below indicates my willingness to participate in this study and 
my understanding that I can withdraw at any time. 

 

 
__________________________________________________  ________ 
Subject’s Name (printed) and Signature     Date 
 
__________________________________________________  ___________ 
Name (printed) and Signature of Person Obtaining Consent   Date 
 
__________________________________________________  _________ 
Principal Investigator’s Signature      Date 
 

 
12. RESEARCHER STATEMENT 

I certify that the research study has been explained to the above individual by me including 
the purposes, the procedures, the possible risks, and the potential benefits associated with 
participation in this research study. Any questions raised have been answered to the 
individual’s satisfaction. 

 
Investigator: Danielle Dimitrov 
 
Signature: 
 
Date: 
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APPENDIX G: 

 
SEMI-STRUCTURED INTERVIEW GUIDE 

 
Questions: 
 
1. Please share your thoughts and feelings about how your organization supports you as an 
employee? (Share specific examples and experiences. How employee-friendly do you find 
your current workplace?) 
 
2. Please describe how you perceive the leaders in your organization? (What leadership 
values do think they hold?) 
 
3. Please share with me your thoughts on how your organization helps you balance work and 
life? (How do you think work and life should be balanced?) 
 
4. How would you describe your attitude towards work in this organization? (Please 
elaborate on how would you call the work you experience in this organization?) 
 
5. Would you please describe your organization’s involvement in the community? (Are you 
involved in the community through your organization? Please describe.) 
 
6. What in your view should your organization do to demonstrate its value of the human 
being? 
 
7. How would you envision your organization as an ideal place to work for? 
 
8. If you are able to change your workplace, what would you change? 
 
9. Please conclude with any additional details, examples, reflections, and suggestions that 
you deem related to the discussed topic. 
 
Follow-up (probing) questions: 
- What leadership styles (manners, actions, tendencies) do you find in your organization? 
- Please describe the hierarchy (the formal organizational structure) at your workplace? 
- What work-life balance policies do you see in practice in this organization? 
- How would you describe your work life in this organization? 
- What makes your workplace meaningful to you? (Refer to the example from the written 

reflections.)  
- What does it mean for you to work in a meaningful workplace? 
- How do you feel while experiencing meaningful work? (if participants have indicated 

that they do) Tell me more about you at the time of that work experience. What in this 
particular situation from your example made the workplace meaningful to you? 

- What in your view is a bad workplace? 
- What socially responsible policies and practices do you see at work in your organization? 
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- What do you (as a representative of this cultural type) think makes an organization 
humane? 

- Why do you think this makes an organization more human-orientated? 
- How would you call this type of organization that places the human being in the center of 

its values in any other terms?  
- How can you contribute to making your organization humane? 
- What do you thing is the place if cultural diversity at the workplace? 
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APPENDIX H: 
 

AUDIO RELEASE FORM 
 
I hereby authorize Danielle Dimitrov to use my audio recording in her dissertation project 
entitled, The perceptions of employees from diverse national cultures in a meaningful 

hospitality workplace regarding the humane organization. I have indicated below the name I 
wish to appear with my voice. I understand that by signing this form, I am releasing all 
recordings to Danielle Dimitrov for her previously expressed purpose. I understand that I will 
not receive any compensation for this now or in the future. I further certify that I am over the 
age of 18 year. 
 
Name: 
 
Signature: 
 
Date: 
 
Please initial: 
 
Name to be used with audio in presentation: 
 
Investigator’s initials: 
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APPENDIX I: 
 

DEMOGRAPHIC INFORMATION 
 
Please answer the following questions about yourself. Your answers, along with your 
completed cultural questionnaire, written reflection, and interview, are critical to the analysis 
and subsequent outcome of this study. The approximate length of time it will take you to 
complete the questions below is 5 minutes. 
 
1. Please indicate what best describes you:  Male   Female 
 
2. Age: 18-24  25-34  35-44  45-54  55-64  65+ 
 
3. Your ethnic background is: 
A. African (North and South African please specify) 
B. African-American 
C. Asian (South, North, East, and West Asia please specify) 
D. European (North, South, East and Western Europe please specify) 
E. Hispanic (South, Central, North America) 
F. Native American  
G. Middle Eastern 
H. Other 
 
4. Your completed formal educational is: 
A. High school graduate 
B. Some college or certifications 
C. Associate 
D. Bachelor’s degree 
E. Master’s Degree 
F. Doctoral Degree 
 
5. Your religious beliefs are: 
A. Christianity (Please specify denomination) 
B. Islam (Please specify) 
C. Buddhism 
D. Hinduism 
E. Judaism 
F.  Confucianism 
G. Rationalism (skepticism or no religion) 
H. Other:  
 
6. Your current occupation is: 
7. Number of years in current positions: 
8. Number of years in current organization: 
9. Number of years in current industry: 
 



 363

 
 

APPENDIX J: 
 

OFFICIAL ADDRESS OF THE ORGANOZATION 
 
Dear   : 
 
I am a  doctoral candidate at the George Washington University in Washington DC. My 
dissertation topic is looking at the perceptions of hospitality management employees from 
different national cultures regarding the humane organization. I have a master’s degree in 
tourism and hospitality and all of my professional experience is in hotel and resort 
management. The latter prompted me to choose this industry with a special passion to 
contribute to improving its human factor through my dissertation research. The criteria for 
choosing a hospitality organization for my study are: good reputation in Human Resources 
Development, full-service facility, and cultural diversity of the staff. 
 
I would like to appeal to you with the request to receive your interest and possible assistance 
with finding a hotel for conducting this study. I have presently attached a one page executive 
summary of the study and the method of research, as well as the benefits from it. I would not 
need any other type of assistance besides access to volunteers with honest opinions. The 
study is qualitative and I have estimated the total disruption to be no more than 3 hours of 
time per person over the span of two months. There will be no risk to the participants and 
their identity will be protected to the desired extent. The hotel name could stay anonymous 
upon request and you will have first access to the results. The George Washington University 
will vouch for the risk-free research method through a special IRB (Investigative Review 
Board) approval. Upon completion, my study will be published as a dissertation volume, as 
well as in various professional and academic journals. 
 
Once again, I would ask you to please take a quick look and let me know if you would need 
any additional information including examples of the survey and interview questions. My e-
mail address is listed above dimitrov@gwu.edu and you can also contact me directly at 703-
850-9344. 
 
Thank you very much in advance for your time, attention, and consideration. Looking 
forward to hearing from you. 
 
Sincerely, 
 
Danielle Dimitrov 
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ONE PAGE SUMMARY ATTACHMENT 

 

The perceptions of employees from diverse national cultures in a meaningful hospitality 
workplace regarding the humane organization  

 
* Humane Organization - For the purposes of this study and until other definitions are 
obtained from participants’ insights, a humane organization will be considered an employee-
friendly organization that provides a meaningful workplace to its employees by cherishing 
humans in the center of its value system, policies, and programs. 

 

Purpose Statement 

The purpose of this case study is to explore the way hospitality (management) employees 
with multicultural perspectives perceive the humane organization as per Chalofsky (2008).  

 

Central Research Question 

Do employees from different national cultures have different perceptions of what constitutes 
one humane organization in hospitality?  

 

Organizational Level Benefits from the Study 

- Culturally informed model of the Humane Organization for academic and organizational 
purposes. 

- Attitudinal change and increased involvement in the employee engagement awareness 
process for those employees who have participated in the study. 

- Trustworthy academic research followed by academic publications for positive image 
building of the org.  

- Implementation of results for positive change towards being a humane organization: 
strategic involvement of culturally informed insights into the HRD initiatives of 
employee engagement and motivation; diversity and HR related policy improvements; 
innovation of the organizational culture toward a different outlook regarding work itself, 
the work process, the workplace atmosphere, and the involved organizational tools. 

Methodology Summary 

- Total time estimate for participation – between 3 and 4 hours (may consist of flexible 
increments of 30 min to 1 hour based on participants’ convenience and availability).  

- No financial resources needed from the organization for this study. 
- Organizational workflow and operations will not be disrupted. 
- Exploratory case study 

- Research Site – one full-service hotel with culturally diverse staff 
- Population – higher (executive), middle, supervisory, and other management level 

employees. 
- Sample Size – purposeful convenience sampling of 30 to 40 employees will be asked to 

participate in the study. From those agree, a purposeful sample of at least 6 to 12 
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employees will be selected for completing pre-interview written reflections, as well as for 
interviewing.  

- Written Reflections – Participants who volunteer, comply with the participation criteria 
and complete research Consent Forms, will be asked to write 1 to unlimited number of 
pages personal reflections about what in their opinion constitutes a humane organization 
and what are their values concerning a meaningful workplace. The written reflections 
will prompt participants to more depth of thought and recollection of experience during 
the interview. 

- Interview Guide – semi-structured interviews, lasting between 1 and 2 hours each, 
consisting of open-ended questions classified in different sections of obtaining people’s 
perceptions on: the humane organization, meaningful workplace values, cultural 
differences, the hospitality business, and participants’ own organization. 

- Time frame of study – Anticipated start date January 15, 2008. Research end date March 
15, 2008. Results from study - May 2008.  

- Needed Resources – Access to volunteering participants, as well as documentation 
concerning current Human Resources and Diversity policies and programs of the 
company with minimal disruption of the working environment. 
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APPENDIX K: 

HR DITRECTOR INTERVIEW GUIDE 

1. How does the company express dedication to associates that we see on the welcome 

page of the Associate’s Handbook? 

2. How is trust for associates demonstrated here in this organization? 

- Please share examples of associates’ work-related mistakes and how they have 

been treated by the organization since you are the HRD in this hotel for the last 3 

years. 

- What is your opinion of the company’s strict Internet and phone guidelines 

described in the Associates Handbook? 

- How empowered do you feel as an associate in this company? 

3. How family-friendly is the work atmosphere you create for associates? 

4. What ideas do you have for improving or changing existing HRM policies and 

guidelines, as well as adding new ones? 

- How open is the open-door policy?  

- How do you track favoritism? 

- What new policies do you see room for in terms of: 

• The decision-making process 

• The employee appraisals 

• vacation time 

• community service 

• individual privacy 
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APPENDIX L: 

COMPANY AOS RESULTS FOR 2006 AND 2007 

Table 2: AOS results for 2007 and 2006, respectively. 

Q # Question 
2007 % 

Favorable 
2007 % 
Neutral 

2007 % 
Negative 

2006 % 
Favorable 

2006 % 
Neutral 

2006 % 
Negative 

1 

Overall, Rate your hotel 
compared with other 
companies you have worked 
or know 63.25 30.63 6 36.75 44.12 19.13 

2 
Your pay compared to similar 
jobs in this area 45.88 36 18.25 50.5 40 9.5 

3 
Providing the tool, supplies 
and equipment  62.13 22.75 15.25 47.62 38.25 14.13 

4 
Providing training to help you 
do your current job 62.75 30.25 7 48.62 35.63 15.75 

5 
Giving you the information 
you need to do your job 55.13 36.25 9 53.75 33.25 13 

6 
Your opportunity for 
advancement 42.88 34.63 22.63 51.75 31.63 16.63 

7 Your associate benefits 51.75 30.25 17.75 48.12 30.38 21.5 

8 

Cooperation between 
associates in different 
departments 48.89 32.13 19.13 49.12 29.38 21.5 

9 
Quality of service your hotel 
provides to guests 88 12 0 55.5 28.63 15.88 

10 

Rate your immediate supv. or 
manager - Treating you with 
respect 79.25 16.13 4.88 55.75 27.25 17 

11 

Rate your immediate supv. or 

manager – Dealing fairly with 

everyone 63 19.63 17.63 60.37 26.38 13.25 

12 

Rate your immediate supv or 

manager – regular 

performance feedback 61.75 28.13 10 58.25 26.13 15.63 

13 

Rate your immediate supv or 

manager – providing 

recognition when you do a 
good job 68.38 22.38 9 60.37 25.88 13.75 

14 

Rate your immediate supv or 

manager – Accommodating 

you when you have a 
personal or family matter to 
attend to 83.63 14 2.38 57.12 23.88 19 

15 

Rate your immediate supv or 

manager – Doing something 

about your problems and 
suggestions 57 27.88 15.25 60.5 22.25 17.25 
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16 

This property does a good 
job of keeping high-quality 
associates 48.13 25.5 26.25 65.75 22 12.25 

17 
I receive the information I 
need to do my job well 72.38 16.5 11.38 62.87 21.25 15.88 

18 

I have a good understanding 
of what is expected of me in 
my job 86.63 9.13 4.13 62.37 20.63 17 

19 
I trust my immediate 
supervisor 73.13 11.63 15.13 64.5 20.38 15.13 

20 
My job makes good use of 
my skills and abilities 78.13 12.38 9.63 66.87 20.38 12.75 

21 

I am encouraged to give 
suggestions on ways to 
improve this hotel for our 
guests 65 19.63 15.38 59.25 18.25 22.5 

22 

In my hotel, there is a 
genuine respect for 
differences in ideas, views, 
and opinions 58.63 24.5 17.25 60.12 18 21.88 

23 
Associates at this hotel are 
treated fairly regardless 70.25 15.25 14.5 68.87 15.88 15.25 

24 

The company is sensitive to 
the relationship between my 
work like and personal life 63.38 25.63 11 75.37 15.38 9.25 

25 
I am proud to work for this 
Hospitality company 77.25 16.75 6 70.62 14.63 14.75 

26 

I am committed to doing what 
I can to help my hotels be 
successful 94.25 4.5 1 71.87 14.38 13.75 

27 
I understand the goals and 
objectives of my hotel 87 10.25 2.75 68.375 12.63 19 

28 
I am confident this hotel will 
be successful in the future 86.13 11.50 2.5 73.62 12.38 14 

29 

In my work group, we do 
whatever is necessary to 
meet our guests’ needs 83.88 7.87 1.25 76.62 12 11.38 

30 
I have the authority I need to 
do my job 77.75 17.63 4.63 78 11.63 10.38 

31 

Employees are encouraged 
to reveal problems or issues 
to management 67.38 17.75 14.75 74.5 9 16.5 

32 

I understand I can receive 
higher pay increases for 
excellent job performance 47.88 16.38 35.75 75.87 6.75 17.38 

33 

Taking a risk and failing is 
better than not taking a risk at 
all 59 19.25 22.88 86.5 6.50 7 

34 

I have confidence in the 
General Manager’s ability to 
lead this hotel 79.63 10.63 9.63 80.37 5.75 13.88 

35 

In my hotel, associates are 
encouraged to get involved in 
community activities 78.25 15.13 6.63 84.37 5.13 10.5 

36 
I would recommend this 
company to family and 68.13 18.13 13.75 89.25 3.75 7 
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friends as a place to work 

37 

I would stay with this 
company even if offered the 
same job with slightly higher 
pay at another company 42.63 28.38 29 90.25 3 6.75 

38 

I believe that my hotel will do 
something about issues 
identified in this survey 55.13 20 24.88 74 1.75 24.25 

 


